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THE DECISION-MAl(ERS
The Power Structure of Dallas

Carol Estes Thometz

Preface
Begun as a thesis for a Master's degree, this report has been revised
and expanded with the general reader in mind. Technical considerations ( and, one hopes, technical jargon) have been kept to a minimum,
being treated largely in notes and tables.
The original field work for the study was conducted during the
spring of 1961. The power structure is described as it was at that
time, although I have sought to bring it up to date through continued inquiries into decision-making in the community.
I am indebted indirectly to Floyd Hunter, who pioneered community power research; and to Delbert C. Miller, who has ably
developed the reputational approach to such research.
To many persons at Southern Methodist University I am indebted
for their time and interest. I owe a great personal debt to Dr. Morton
King, who acted both as advisor for the thesis and editor of this study.
He deserves especial thanks for keeping me on course throughout the
months of data-collecting and the subsequent period of manuscript
preparation. I am grateful to Dean Claude Albritton, who provided
encouragement and support for this publication. Dr. Paul Minton,
Department of Mathematical and Experimental Statistics, was extremely helpful in suggesting the statistical analysis for the power
ratings.
Other faculty members to whom I am indebted for interest and
advice are Dr. Lewis Rhodes, Dr. Fredrick Koenig, Dr. Douglas
Jackson, and Dr. Sidney Reagan.
For computational and clerical assistance I want to thank my
mother and my cousin, Sherry Wear.
Invaluable contributions have been rendered by my parents,

Carroll and Joe Estes, in their continued interest, advice, and encouragement throughout this effort. The author's mother offered
editorial assistance in every step of the manuscript preparation-thus
simplifying my job immeasurably.
To my husband, Michael C. Thometz, I am grateful for continued
understanding and moral support throughout this exhausting task.
Since all leaders in this work are given code names, I cannot
acknowledge them directly or individually. The decision-makers of
Dallas had a greater part in making this study than most of them
will ever realize. I have not forgotten that their kindness made this
research possible. They helped me, in part, because they thought my
report might help Dallas. I hope it does.
Of course, I assume responsibility for any shortcomings either in
design or execution of the study.
CAROL

Research Center
Florence Heller Graduate School for
Advanced Studies in Social Welfare
Brandeis University
Waltham, Massachusetts
March 15, 1963
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I

The Nature of Community Power
In every community there are persons who "run" things, who
make decisions and take action in the citizens' behalf. Who are they?
How do they operate? Who spots the problems and decides which
will be faced and which ignored? Who diagnoses and prescribes a
solution? Elected officials? The bosses of business? of labor? Individuals or groups? Organizations or private cliques? And by what
open or hidden processes are decisions reached?
Every American community has been making decisions without
its citizenry's knowing how or why. Most community members take
civil action for granted; and community leaders, if they have an
opinion, are not publicly vocal as to how they function or how they
acquired their power to decide issues.
Bookstores are full of published theory on "how to succeed" in
almost every :field, but little is available to the conscientious citizen
who seeks answers on how community action comes about. Even
among sociologists community power is of comparatively recent
interest, and many questions must be answered for communities of
varying kinds and sizes before a definitive theory can be developed.
Some search for answers has been made. A number of American
cities have been studied by social and political scientists using varying methods with varying success. But in the main, the questions still
are unresolved. No general and accepted theory of community power
has emerged.
The study reported here was undertaken in the hope of answering
some of these vital questions for one community. The research site
is Dallas, Texas, a rapidly growing metropolis of the Southwest.
Specifically, the investigation is concerned with power as it is dis-

2

THE

DECISION-MAKERS

tributed among and utilized by community leaders, with special
reference to decision-making on problems and issues which affect the
whole community.
Community Power. Power is here defined as the relative ability of
a person or persons to exercise control over others. It describes a
capacity possessed by those best at getting others to do what they
want them to do, and may be observed in "the acts of men going
about the business of moving other men to act ... " 1 Although some
sociologists differentiate power from influence,' here these terms are
used interchangeably because in the community most citizens equate
one with the other.
Power originates within the fabric of day-to-day contacts among
men. If one examines his own interactions with others, he will realize
that power is never wholly absent in any social relationship. Even in
the most informal gatherings there are some who have more influence
than others. In more organized groups, functions are delegated to
certain members in order to meet the needs which caused the group
to come into being.
In fact, every network of social relationships consists of a hierarchy
of superior and subordinate positions, with men of power exercising
control over and influencing others with whom they are interrelated.
Power operates universally in society. It functions to provide stability
in human groups, supporting social order within the realms of social
contact. Without it, men and the groups to which they belong would
be unable to achieve their goals.
The concept of a community implies a territorial area within which
reside people who have activities and interests in common. These
mutualities hold community members together and separate them
from neighboring groups. Interdependent institutions and organizations, which function to meet the needs of the members and the
needs of the community as a whole, comprise a network of social
relationships. Therefore, power in operation is to be found in the
social interaction of the community. 3
The community thus provides an excellent sphere for studying the
distribution of power, its uses and effects. And "the network of influence among persons and organizations involved in community
issues and projects" 4 may be called a Community Power Structure.
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Exercise of community power may be seen when persons either
do, or get others to do, such things as: persuade individuals or groups
to endorse or oppose, or to give financial support to, a community
project; induce an individual to assume a leadership role such as becoming a committee chairman or running for a City Council post;
create special interest organizations or committees; get officials to
use their power for or against a certain issue; influence organizations
to work actively for a project; obtain favorable press comment on a
controversial community issue.
Community power, then, does not necessarily flow along the formal
lines of authority designated in community laws and charters. As
treated here it may be said to be "political" as differentiated from
economic or social power, but it is political only in the broadest sense
of influence in relation to community polity. In this study power is
measured in terms of ability to resolve Dallas' problems in whatever
way one man or group of men may choose.
All human beings differ from one another, some having more influence than others, more prestige, more money, greater social position, and so forth. Consciously or unconsciously, people use their
own standards or values to measure the attributes, capacities, or
possessions of persons and groups. The individuals or groups are
ranked in relation to each other in terms of varying superiority and
inferiority along a scale or in strata.
This stratification or ranking process is an integral part and conditioning factor of human behavior, and contributes to group formations and interactions. Research into social stratification has provided
sociologists with meaningful data for use in analyzing social behavior. This study has considered stratification in one dimensionreference only to power in community
specifically power-with
decision-making.
The Dallas Study. The study sought to identify and describe in
Dallas the network of power relationships through which community decisions are made and community plans put into effectand thus to discern the pattern or shape of the Dallas power strucanswer questions of
ture. The purposes are twofold: practical-to
community; and
any
of
those
concern to the citizens of Dallas or
test hypotheses for conclusions of sociological value
scientific-to
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and to develop analytical procedures and methods useful to social
scientists.
In locating and describing the decision-makers and the system of
decision,-making in Dallas, answers to the following concrete questions were sought: Who decides the important civic issues facing the
city? Are decision-makers authorized officials, or leaders functioning
"behind the scenes"? Do the same men make decisions in a variety
of issue areas? In the different areas of community activity, are some
more powerful than others? If so, how is this power distributed? One
man at the top? A group at the top, with other groups operating at
lower levels or strata of influence? Or do decision-makers function
in a continuum of positions with such close gradations of power that
there are no discernible levels?
Are decision-makers concentrated in certain careers or occupations? Do they associate more with each other than with less influential members of the community? Do they function individually,
or in groups or organizations? Are there certain organizations or
positions in the community which of themselves constitute forces
of power?
We also want to know where the civic issues come from, and
just how they are decided; what backing is absolutely necessary to
carry an idea or project to successful completion; what the minimum
qualifications are for membership in the corps of decision-makers;
and whether the system is open or closed, static or changing.
For scientific purposes these practical questions must be translated into hypotheses which can be tested-with their acceptance or
rejection providing conclusions of sociological import. The hypotheses as formulated are stated as follows:
( 1) Decision-making regarding the several types of community issues is
initiated, organized, and implemented within a unified structure of power,
with at least the most influential leaders possessing "generalized" power. 5
( 2) Within such a unified structure, the leaders are distributed into identifiable strata rather than evenly along a continuum of power.
( 3) The power rating of leaders is directly related to their association,
socially and in committees.
(a) The most influential leaders are better known than less influential
leaders.
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more other leaders than have less influential leaders.

POWER

on committees with

The theoretical contribution of the study will be in the conclusions to be derived from the testing of the above hypotheses as
to the distribution of power in this particular city. Among sociologists and political scientists there is considerable debate on power
structure in the American community. Some argue that there
can be no such thing as a generalized, unified power structure, because communities are too complex to permit it. Others argue that
it is not only possible but plausible for unitary structures to exist in
communities which are not characterized by great and complex
political, social, and economic differences in their populations. The
testing of the first hypothesis will contribute some knowledge to this
debate.
The second hypothesis necessarily rests on the first. It will be inapplicable should the first be rejected. But, if we find a unified structure
of power within the community studied, the second hypothesis is
critical, as it applies to another debate in our field. At present,
sociologists disagree as to stratification patterns both in class and in
power structures. The argument in the research literature hinges on
whether an individual perceives or ranks men in a continuum of
positions ( along a scale with small gradations of status separating
them), or rather views or places them in sharply delineated groupings
or discrete strata.
Lloyd Warner ,8a leader in stratification research, is a proponent of
the discrete strata theory. His study of social classes in "Yankee City"
concluded that the residents ranked each other by social status into
six social classes ranging from the upper upper to the lower lower
class. Warner concluded that people have definite ideas about the
social class in which others belong. Hence, he asserts that there are
definite and discrete classes which are a psychological reality to
people in the community.
Other sociologists argue that it is impossible for people to classify
others into discrete social strata. They insist that social relationships
so overlap that people are unable to place others in sharply defined
categories. The supporters of the continuum theory• maintain that
persons vary by small degrees of social status along a range that

6

THE

DECISION-MAKERS

extends without any sharp breaks from the top of the upper class
to the bottom of the lower class.
Still other writers propose a compromise between the two extremes. They believe that while most people have some rough concept of status levels, the levels are not perceived as having sharp
boundaries. 8
The "continuum-strata" controversy reappears in the somewhat
meager literature on community power. The question then becomes:
How is power distributed among community leaders? Along a continuum? In strata? Floyd Hunter9 saw a stratum of power at the top
in his "Regional City," while some others 10 have found conflicting
patterns in various cities.
The controversy can be decided only after conclusions from studies
of many cities have been correlated into sufficiently convincing evidence to produce a positive theory of community power distribution. The conclusions from this study will constitute another piece of
evidence in this respect.
Practically speaking, the study offers important information as to
the kinds of problems a city faces and the kind of leadership it
follows. Criticism of community action can be constructive only if
one has an understanding of the problems and the solution processes
that bring them to conclusion. For instance, when someone asks,
"Why do they chop down those beautiful trees to widen a residential
boulevard?" and "Why don't they do something about the traffic
snarls downtown?" he usually refers to "they" as some force behind-rather
than of-City
Council members or traffic officers,
with little awareness of how "they" direct such actions. With an
understanding of decision-making processes, the questioner might
decide that "they" were influential in causing the boulevard to be
widened in order to "do something" about the traffic snarls downtown.
A study such as this one, delineating processes whereby community decisions are made, can be helpful in evaluating the system
of decision-making in any city. Against this background a citizenor a decision-maker-may aid in correcting wrong steps, in improving methods of solving problems, and in implementing constructive
community action.

II

The Setting of the Study
The City of Dallas possesses certain characteristics which make
it particularly desirable as a location for research in community
leadership.
Its location differentiates it from the traditional Old South,
from the Pacific Coast with its special population problems, and
from New England, historically significant but perhaps complacent.
This is not to suggest that the midsection of America is without
history, tradition, or localized situations. It is to affirm that the
midwestern and southwestern portions of the country are less preoccupied with these influences.
Its rate of growth is sufficiently rapid to insure assorted problems
of growing pains which require efforts at decision-making for
solution.
Its lack of domination by a single industry or by a single family
or group of families of controlling wealth is conducive to leadership
development.
Its self-contributing cultural life serves to balance its business
activity: it does not, as a college town, import most of its music, art,
and lectures.
These considerations do not make Dallas a typical American city,
if there is such a community, but they are features common to a
large number of communities. Furthermore, the dynamic quality
of a social order in which inheritance and tradition play only small
parts offers the student a clearer view of leadership behavior than
would be possible in an older, more static situation.
Dallas has little cause to be preoccupied with tradition. In fact,
the city possesses no history at all in the sense of battles fought or
7
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moments of destiny achieved. Rather, its history might be said to
be built on a ridge of limestone.
In 1836 when Texas fought its battles for independence from
Mexico and became a republic, the northern prairie of the Dallas area
was uninhabited except for roving Indians, and contained no white
man's roads. Though stories of the fertile grass country had reached
south and back into the United States, the area was still too difficult
for settlement. It could be entered by the Indian trails, but the
rivers with steep banks of gummy mud presented severe obstacles
to the heavy ox-wagons of American settlers.
The Trinity River rises north of the Dallas area, running southeasterly to the Gulf of Mexico. A narrow limestone ridge,' averaging
no more than two to :five miles wide, also runs southward across the
prairie. Where Dallas was to stand, the Trinity cut through this
"chalk" formation, and the hard limestone undersurface created a
:firm river bed and bank to form a rocky natural river crossing.
In 1839, John Neely Bryan made an exploring trip into the
blackland wilderness. He and his Indian companion followed dim
trails to the Trinity River, then moved south along its course until
they made a lucky :find: a natural river crossing. Here Bryan staked
his claim, driving into the ground a sharpened sapling. On it was
a piece of buckskin lettered with his name in Indian paint made of
powdered rocks. 2 He then retraced his way to the Red River, planning to return to the spot to establish an Indian trading post.
In 1840, the young Texas Republic, seeking to encourage settlers,
sent a military party north to stake out a road to the United States
settlements beyond the Red River. The party discovered the same
crossing Bryan had found, and routed the road-to-be across it. Bryan
returned in 1841 and built his :first lean-to shelter, naming the
place "Dallas."
Natives of the area admit that Dallas had no natural resources
not possessed by dozens of other communities. Its growth into the
metropolis of today, they say, is due entirely to the personalities
and efforts of its citizens. The foregoing information reveals, however, that the spot that became Dallas had one superb asset, a strategic
river crossing.
By 1860 the early road had become a famous cattle trail and some
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thirty stage lines made use of the Trinity crossing, but ox-wagon
freight was costly for sending cotton and wheat to the Gulf Coast
market. Repeated community efforts were bent-unsuccessfullytoward navigating the Trinity.
When the slave and cotton economy of the Southeast disintegrated
after the Civil War, many farmers flocked to the great wheat-growing
area of which Dallas was the center. These settlers, Old South in
origin and ties, brought no money or grandiose plans, only the will
to build homes and work for the future. 3
After the Civil War, the building of a railroad north from the
Gulf was resumed. Leading citizens of Dallas raised $5,000 which
they gave the railroad, together with 115 acres of land, to deviate
eight miles from its original route in order to pass through Dallas.
The first train entered the town in 1872.
In 1871 the Congress of the United States had chartered a company
to build a railroad westward across Texas along the 32nd Parallel,
passing some fifty miles south of Dallas. By a now-famous ruse, a
small group of Dallas citizens were able to change its route to make it
cross the earlier railroad at Dallas. The Texas legislature was in
process of passing a bill giving public lands to subsidize the railroad
rider. First it
company. To it was attached an innocent-sounding
allowed the company to use the "most practical" route, then stipulated that it cross "the Central Railroad within one mile of Browder
Springs. " 4 Few people were aware that these little-known springs
were one mile from Dallas.
The railroad crossing became to the town what the river crossing
had been. Other lines followed; traders and businesses of all kinds
migrated to the rail center. Then as railroads spread out across the
continent, placing their mark indelibly upon the nation, Dallas became a railroad center of Texas. The city became linked, not with
the Old South, but with the bustling business concentration of St.
Louis and the cities to the east. Here in the making was the "notoutlook common to the cen"look-to-the-future"
tied-to-tradition,"
tral United States.
From a town of less than 3,000 population in 1873, a city of
nearly 40,000 people grew by 1890. This rampant growth created a
wide range of community problems, and the town's geographic isola-
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tion encouraged a banding together of the citizens for their own
and the city's welfare.
Old newspaper files reveal a developing leadership structure in
the community. As early as 1859 the newspapers mention a County
Fair. Through the years various efforts by community leaders to
solve civic problems are discussed. In 1876 seventeen citizens subscribed $500 each to establish a North Texas Fair, and in 1886 a
Fair Association was begun. From time to time, other organizations
which indicate community leadership were founded: 5 the Dallas
Opera House Association in 1882; the Dallas Public Library Association in 1884; the Cleaner Dallas League in 1899; the Civil Improvement League in 1902; the Art Association in 1903; the 150,000
[population goal] Club in 1905. The important change from the
mayor-alderman system to the commission plan of city government
came in 1906.
These press accounts point to a leadership as dynamic as the restless growing community. Some men less prominently mentioned in
earlier reports are named with increasing frequency as their power
in the community grew, and then their names are called less often
as other developing leaders seem to jostle the older ones for their
places. The cattlemen, the cotton men, the merchants, the bankers,
the professional men; later the oil men, the manufacturing men, the
insurance men; then the men of the air age; and now the men of
science-all historically are newcomers with no advantage as to
leadership from a built-in social order or tradition.
_ The history of Dallas' growth reveals characteristics common to
many communities. Business has assumed an increasingly prominent
role in the activity of the city, and its economic aspect has emerged
as a powerful factor in determining the kind of man who will
become a decision-maker.
What is the "economic aspect" of today's Dallas? Chauncy D.
Harris" classifies cities into several types based on economic characteristics. His definition of a "diversified city" is one in which
"employment in manufacturing, wholesaling and retailing is less
than 60 per cent, 20 per cent and 50 per cent respectively, of the
total employment in these activities." In the Dallas Urban District/
from a total employment in these three fields of slightly under
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accounts for 156,135 or less than 60 per
300,000, manufacturing
cent of the total. Wholesaling employs 45,973 persons, less than
20 per cent of the total, and retailing contributes 94,701, which is
less than 50 per cent of all employment in these areas.8 Thus, Dallas
qualifies as a "diversified city."
Otis D. Duncan and others" call Dallas "a major trade and distribution center and the leading banking center of the Southwest ...
one of the top insurance centers of the nation."
industries are aero-space, electronics, oil
Leading manufacturing
:field equipment, apparel, and foods. The products of these industries,
as well as many from outside the area, are distributed through Dallas
as it functions as a marketing center for the Southwest. The city
attracted some 140,000 buyers from retail stores in 1961. An additional 200,000 persons attended trade shows and sales meetings.'°
Dallas also qualifies as a top insurance center of the nation. It has
home offices of 220 insurance companies and state or regional offices
of 82 out-of-state firms. A District Branch of the Federal Reserve
Banking System is located here, as are 27 banks within the city
proper, with total deposits of more than three billion dollars and
reserves in excess of three and a quarter billion. The district ranks
ninth in the nation in bank deposits, though eleventh among urban
areas in population. 11
Many major oil companies have headquarters or branch offices in
When the cotton business
Dallas, as do smaller "independents."
weakened during the depression years, the surging oil business took
over the assignment of fostering the area's growth. Real estate constitutes another important business in this rapidly growing community.
Dallas is often called a convention city, and its convention business is an industry in itself. It caters to some 600,000 conventioneers
each year with its 8,000 hotel and 2,000 motel rooms and its new
Convention Hall which can seat 10,000 people. The State Fair of
Texas is a year-around industry in addition to fulfilling its primary
function of producing a sixteen-day exposition which annually
draws more than two million people. Its collateral projects include
the Cotton Bowl football game on New Year's Day and other
"special events." The organization is self-sustaining and nonprofit;
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it operates without subsidy from city or state, retaining all profits
for plant and operational improvement. The forty-eight men who
serve without compensation as its board of directors are acknowledged community leaders or are rising toward that status.
Love Field, the international air terminal of the city, dispatches
172 flights daily to all parts of the nation and the world. More air
mail originates here, and more pure jet flights depart here, than at
any other U.S. city except New York, Chicago, Los Angeles, and
San Francisco. Recently, a one-stop direct flight to Europe was
inaugurated. Ten railroad lines cross the area, unloading more than
125,000 railway cars annually, and the highways pulse with transcontinental buses and motor freight vehicles.12
These :figures confirm the diversification and dynamism of the
Dallas economy. Yet they offer little clue as to the characteristics of
Dallas citizens. A more definite picture of the almost one million
Dallas citizens may be obtained from examining the occupational
distribution of the city's workers.
Almost a fourth of them work in professional or managerial positions (Figure 1). Of the total employed, 23.3 per cent are in the
professional-managerial category and 30.2 per cent are in a salesclerical classification, while only 15 .6 per cent are designated as
skilled workers. The remaining 30.9 per cent perfo~ miscellaneous
services, with a fraction of a per cent doing agricultural work. 13 The
large professional-managerial group influences the character of the
citizenry. Higher level positions demand higher levels of education
and of experience than do the mass labor jobs of a city devoted predominantly to manufacturing.
The cultural aspects of the community benefit from such a
citizenry. Dallas is too far from New York or Hollywood for such
fringe artistry as Broadway tryouts. The citizens have been forced
to expend considerable effort to bring cultural performances to the
community. As a result, these are of better quality than if they had
come more easily. Participation of local talent also has resulted from
this situation. There is strong community support for art, music,
and books, and recently a lively concern for higher education has
developed.
As early as 1903 a "picture fund" for purchasing a permanent
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art collection for the city was begun. The State Fair from its beginning had allocated a section of one building for art. During the
twenties there were years when more fine paintings were purchased
at the Dallas Fair than at the yearly National Academy Show in
New York." Today, the Dallas Museum of Fine Arts and the Museum
for Contemporary Arts offer productive encouragement to area
artists and foster appreciation of fine painting by the citizenry.
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The Dallas Theater Center, in a building designed by Frank Lloyd
Wright, and three other playhouses flourish with local as well as
imported talent. The Dallas Symphony Orchestra and the Dallas
Civic Opera have achieved merited recognition. The Civic Music
Association, the Community Course, and the Chamber Music Society present each year great musicians and dancers. The Metropolitan
Opera appears annually for a "season" in Dallas. The ballet performs
here. Top Broadway musicals appear throughout the year and in a
concentrated summer musicals series.
The annual book business of Dallas is estimated at eight million
dollars,15 which again suggests the urge to "catch up" common to
the central United States. It has been only in the field of education
that the area has not stayed abreast of its growth. The first college in
the city was founded in 1915, almost seventy years after the town
was incorporated. The second and third are less than ten years old.
The public school system also has lagged behind the area's rapid pace
of growth, though a number of sound preparatory schools have
existed in the city for many years. At the present time efforts are
being made to bring educational institutions up to the high level of
culture found in other areas of city life.
Dallas is a clean city because natural gas is its source of power,
and no smoke darkens the transparent high skies characteristic of the
western prairies. The city has the appearance of a metropolis. Its
downtown area is a cluster of spires and tall buildings laced with
one-way streets and ringed by high-speed freeways. The residential
sections spread out in a panorama of cultivated greenness that suggests fertile soil, long growing seasons, and plentiful land. The
climate comprises long mild winters, broken occasionally by acutely
cold "northers"; short seasons of spring and fall hardly distinguishable from the easy winter; and a few extremely hot summer months.
The inhabitants, particularly since the advent of air-conditioning,
appear impervious to the torrid summers, and they are invigorated
by the crisp but mild winters.
This then is the setting in which the present study of decisionmakers takes place: a metropolis, arriving late on the American
scene and more occupied with the future than with the past;
cosmopolitan rather than sectional in outlook; economically di-
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versified, with a high proportion of its citizens in managerial, professional, and white-collar jobs; culturally progressive; a city which
plans and acts as though it has much yet to accomplish. It accepts
newcomers readily and expects them to participate at once in its
life, becoming decision-makers if they can.

III

Discovering the Decision-Makers
How does one locate a decision-maker or unravel the network of
relationships among leaders in Dallas-or in any other community?
What methods are available to answer such questions about community power as those we have posed?
SELECTING

AN APPROACH

Previous community power studies have used three mam approaches which will here be called the reputational, the positional,
and the actual behavior methods. The most widely used, and most
vigorously debated, is the Reputational Technique. In essence, the
researcher locates a number of local residents who "know their
community." These persons serve as judges to nominate and then
rank their fellow-citizens who have a reputation for leadership or
power. Floyd Hunter, in his pioneering study, 1 obtained 175 names
from the leading civic, social, economic, and political organizations
in Regional City.2 With the help of judges, the list was narrowed to
forty men. These were the objects of his study, about whom the
judges then were asked, "If a project were before the community
that required decision by a group of leaders-leaders that nearly
everyone would accept-which ten on the list [ of forty] would you
choose?"" Thus, he located the most powerful men in the community.
Hunter's results, like those of all such studies, depend on the assumption that reputation for power provides some index of actual
influence.
The Positional Method utilizes offices and other positions of power
in community institutions and organizations as an index of power.
Leading economic, political, or civic organizations are identified.
16
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Persons are rated or ranked as influential in terms of the number and
kinds of positions they hold in such groups. Offices are accepted as
locations of power and authority. In some cases, however, top officeholders may only announce or administer decisions which others
have made. For others, formal positions are often stepping-stones
toward the later exercise of real power.4
In the Actual Behavior Approach, the researcher attempts to
observe directly the persons and the behavior involved in the solution of specific community issues. Problems such as urban redevelopment, political nominations, or school desegregation are used
to see who says and does what to whom in deciding what shall be
done, how, and by whom. Proponents of this method aver that
such observation is more reliable than the opinions of informants.
They also tend to believe that power is specialized rather than general; that in actual power relationships, no one group of leaders is
likely to make all crucial community decisions. Rather, each arena of
community problems (politics, public welfare, industrial development) has its own set of influential persons." This approach faces a
problem that is never easy, and seldom possible, for the social scientist-to be present when leaders are making decisions.
A Reputational Study. After due consideration of these approaches,
their advantages and disadvantages, it was decided that the reputational technique would best serve the purposes of the present study.
It was selected because it has proved useful in the past and because
most of its weaknesses either could be corrected or would not be
applicable.
Three principal criticisms have been directed against the reputational approach. Critics argue that the study directs attention to
intentions rather than to outcome and that potential for power is
not necessarily the same as actual power." "The ranking of leaders
[by the reputational method] is not a valid representation of the
distribution of power in a given community.m It is suggested that
concrete decisions must be studied in order to discover the real men
of power.8
Critics also assert that the reputational method falsely assumes
power to be equally distributed among decision-makers for all issues."
These critics believe that an individual's power will probably vary
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from issue to issue. They maintain that leaders possess specialized
influence, applicable in only one or two areas, rather than generalized
influence applicable in all major areas of community decisionmaking. 10 The assumption that decision-makers are likely to remain
the same from issue to issue is alleged to imply the existence of one
central structure of power. The critics doubt the plausibility of one
solidary power elite forming such a structure in the American community today. Rather, they support the alternative hypothesis that
in a community there will be a number of separate "power structures" because men will have limited areas of influence.
Finally, these critics say that the reputational approach, by implying "structure," assumes and hence reports a static distribution
of power. 11 Therefore, they argue, the method is unable to catch
shifts of power or changes in patterns of leadership.
In reply, it is pertinent to note that even should the reputational
approach determine only potential power, as its critics argue, it still
remains a useful and meaningful technique. Power potential is an
important social phenomenon with which the social scientist must
reckon because it may significantly affect the decision-making processes, regardless of whether or not it is used.
The writer agrees that reputation for power is not the same as
actual power. The difference would be serious if a study were conducted in a vacuum, without being anchored to community reality
by relationship to concrete problems and their solution. The present
study attempted to achieve this relationship by including in all
interviews questions about specific issues being resolved or only recently settled at the time of the interviews. A second safeguard was
the competence of the persons selected as informants. These persons
either held positions in which they worked actively with many community leaders, or were themselves known decision-makers. All were
in a position to know who deserved a reputation for power.
Again, the reputational method does not assume that community
power is always generalized, that there is always one centralized
power structure in every community. To do so would indeed prejudge
one of the most important practical and theoretical questions which
community power research is trying to answer. Questions about
reputed leadership can be, and were, directed toward specific issues
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as well as generalized power. The information thus obtained is
employed here to determine whether, in fact, all Dallas' major
issues are decided by the same persons. Some previous reputational
studies did ask questions only about generalized influence and consequently "found" only one solidary power structure. This study
started with the question, not the assumption.
Finally, we come to the criticism that the reputational approach
assumes and therefore reports a static, unchanging structure of
community power. It is obvious that any study conducted at one
point in time finds it difficult to capture the ongoing processes of
life, to determine what happened before and what may happen after
the moment pictured. It is not necessary, however, in the use of the
reputational technique, to assume a static distribution of power. This
study did not. Throughout the interviews, judges frequently spoke
of men who were "coming up fast," or of others who had "lost
influence." Often the reasons for the rise or fall in power were discussed, and these are reported here.
Even when a generalized system of community power is static
enough to be observed and described, that "is not to assert that all
decisions are made by the same men or that these influentials never
change. It is merely to assert that change may be slow, and that a
certain degree of continuity does exist." 12
All this is not to argue that the reputational technique for studying community power is perfect. To study reputation for influence
will never be the same as observing the actual behavior of leaders in
the process of deciding what to do about specific community problems. To do that accurately, one would have to be welcomed into the
company of the decision-makers themselves.
That is the problem. The researcher is an outsider occasionally looking in, but usually only looking on. The reputational approach is
one way to be an onlooker. Carefully and realistically used, it should
provide an index of actual power.
As one proponent of the reputational technique states the case,1"
Certainly, we can say that reputations for power are indeed an adequate index of the perceived distribution of power in the local community.
To ask, then, if this is useful to describe a political system, depends intimately on the purposes at hand. Thus, for example, if we can ascertain that the
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way in which people perceive the power structure of the local political system affects the way in which they behave towards and in that system, then
surely we are dealing with very meaningful and indeed very useful considerations.
CoLLECTING

THE DATA

The study had two phases. In the first, people who "knew about"
community decision-making were selected and interviewed to obtain
a preliminary picture of the decision-making process and to assemble
a list of reputed leaders. In the second phase, leaders themselves were
interviewed to obtain more comprehensive and detailed information
about the process of decision-making and to rate the relative power
of their fellow decision-makers.
Finding Reputed Decision-Makers. Seven men and one woman
were selected because of their involvement with or leadership in six
aspects of Dallas community life. In long interviews with them,
an attempt was made ( 1) to inquire into the nature of the decisionmaking process as viewed by persons either close to or a part of it;
and (2) to obtain from them a list of the persons whom they consupporting or
sidered to be the most influential in "actively ...
initiating policy decisions which have the most effect on the community." 14 Informants from different sectors of community lifeu
were desirable in order to get the viewpoints of and the names of
persons in all arenas of decision-making in Dallas. The eight original
informants were divided as follows: two who represented political
and governmental experience; two representing educational activities; and one each who represented business, religious, social service,
and cultural interests.
Information regarding exercise of power within the political and
governmental sector of the community was provided by two men.
One is a long-time leader'" in the Municipal Association, 17 an organization whose purpose is to nominate for city governmental office the
"best qualified" candidates. As its president he was in close contact
with many leaders of great community influence. The second interviewee in this area is an official of the United States government who
has been stationed in the city for more than a decade. His work requires considerable communication and association with community
decision-makers in several fields.
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Representing the educational sector is a professional man with long
service on the Dallas Board of Education. The second educator is
a faculty member from a local university whose research and civic
activities have brought him in contact with prominent citizens of
various professional and business backgrounds.
The man who represented business is a top executive in a life
insurance company. He is a former president of the Municipal Association described above. He is also a director of the Civic Committee which is reputed to be an influential organization of approximately two hundred leading businessmen who concern themselves
with any project, issue, or problem affecting the city's welfare. In
these positions, this informant has worked intimately with both
public officials and civic leaders at all levels of influence.
A respected clergyman, long active in a variety of community
activities and programs, was interviewed as the informant representing the religious sector. A professional co-ordinator of community
service groups represented the social service field. His special knowledge was of decision-making and decision-makers in the area of
welfare. Finally, the cultural sector was represented by a person who
directs many activities of the Texas State Fair, which is located in
Dallas. In this capacity, this person works closely with the Fair's
Board of Directors, which is composed of leading citizens.
Each of the interviews with these informants lasted one to two
hours. 18 The schedule used consisted of five questions, 19 to which
open-ended or discussion type responses were solicited from each
respondent. The interview proceeded through the schedule of questions, with all replies to each question recorded. In most instances,
the questions stimulated further conversation which provided additional information and aided the interpretation of the direct answers
themselves.
The information collected in this phase served well the purposes
for which it was collected. A coherent picture of the Dallas power
structure began to emerge as each of the informants discussed and
identified the men he believed to be influential decision-makers in
Dallas.
In all of these interviews it was consistently reported that power
for some men was "generalized," that some leaders were active
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decision-makers in a variety of areas. A probing for the names of
men involved in specific instances of decision-making in local
politics, welfare, education, etc. revealed that some men are involved
in making decisions on a variety of community problems. This was
revealed by the fact that some names, mentioned by different informants, kept recurring. Thirteen names were mentioned by every
informant. Table 19 in Appendix A indicates the number of overlapping nominations of decision-makers as influential in different
phases of community life.
In addition, responses to initial questions on political aspects of
Dallas decision-making indicated that leadership conflicts which
might be brought on by individual and differing political beliefs
were both contained and resolved within a "no-party" community
framework. Thus, the rivalry for power to be expected in a twoparty system was not present in Dallas at the time of the study.
This "no-party" aspect of decision-making suggested that the concept of community-wide, or "generalized," power for some leaders
was not unlikely.
The hypotheses which the study sought to test were formulated
after these first-phase interviews were conducted to determine the
general processes of decision-making. They were, therefore, based
on "educated hunches" of what would characterize the structure of
power. It was at this point that the second phase of the study was
begun.
Selecting the Judges. The second phase encountered two preliminary problems: how to verify that the sixty-five reputed leaders
nominated by the eight original informants were really "men of
power," and that no person of top influence was omitted; and how
to collect information about them which would answer the questions
and test the hypotheses posed in Chapter I. In practical terms, this
meant deciding what persons to interview and how to interview them.
No one knows decision-makers and the process of decision-making
better than the persons directly involved. Therefore, it was decided
to use as judges persons from the list of reputed leaders.
It would have been desirable, of course, to interview everyone
on the list, asking each to give his picture of the power system and
to make his rating of all the others. However, that was not possible.2°
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The study was conducted without the staff assistance usually available for research projects of this size. One person could not interview all on the list in the time available; and an abrupt time limit
was set by political facts of community life. The study was made
while a biennial city election was underway. As will be seen later,
some of the leaders were actively supporting one faction contesting
for control of the City Council. The outcome of the election was
likely to influence the power, or at least the reputation for power, of
a number of men on the preliminary list. Election eve was therefore
set as the last moment for interviewing.
A random sample of twenty-eight names was drawn from the
list of reputed leaders, thus insuring judges who were representative
of the whole list being studied." Requests for appointments were
made following the order in which the names were drawn. An
attempt was made to interview the first twenty-five leaders thus
selected, with three names reserved as replacements for persons who
might prove inaccessible. It was difficult to schedule long interviews
with busy, important men through their protective secretaries.
Twenty judges were interviewed before election day, but only
seventeen complete and usable schedules were obtained. 22 Quantitative data were compiled from the ratings and other answers of
these seventeen judges. In the qualitative analysis, however, use was
made of the information received from all twenty judges, as well
as that from the eight preliminary informants.
TABLE 1
JUDGES

AND LEADERS

BY POWER

POWER

LEVEL

Key Leaders
Top Level
Second Echelon
Total

LEVEL
ALL

JUDGES

Number

Per Cent

5
12
0
17

29.4
70.6
00.0
100.0

Number

7
55

5
67

LEADERS

Per Cent

10.5
83.1
7.4
100.0

Tables 1 and 2 indicate the extent to which the seventeen judges
were representative of the sixty-seven decision-makers studied.2 3 The
statistical analysis divided the leaders into three levels of influence.
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Five of the seven men who later scored as having greatest influence
were drawn as judges. Twelve of the middle fifty-five (fairly evenly
distributed over the range) were judges while none of the bottom
five were judges.
The leaders were also classed into ten occupational categories, as
shown in Table 2. One or more judges represent all but two of the
categories, but not always proportionately. Insurance is most underrepresented, and real estate and utilities most overrepresented. These
characteristics of the judges must be considered in evaluating the
findings. However, in tabulating the data, the judges' responses
seemed to reflect neither their amount of power nor their occupational background to any appreciable extent.
TABLE 2
ANDLEADERS
JUDGES
CATEGORY
BYOccUPATIONAL
OCCUPATIONAL
CATEGORY

Trade
Insurance
Manufacturing
Banking
Communication
Real Estate
Utilities
Law
Education
Government
Total

ALL

JUDGES
Number

3
1
3
3
2
2
2
1
0
0
17

LEADERS
Per

Cent

Cent

Number

17.6
5.9
17.6
17.6
11.8
11.8
11.8
5.9
0.0
0.0
100.0

12
11
11
10
6
5
5
5

17.9
16.4
16.4
14.9
8.9

1

1.5

1
67

1.5
100.0

Per

7.5
7.5
7.5

Interviewing the Judges. An average of an hour was spent with
each judge. The interview was conducted in two parts, each guided
by an appropriate schedule. The first part consisted of open-ended
questions," such as "What are the important community issues in
which you have been most actively involved within the last two
years?" and "How was this important issue you mentioned solved?
By whom was it settled and how?" The purpose was both to secure
pertinent information and to start the judge thinking and talking
about decision-making in Dallas.
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Each judge, then, was asked to discuss the decision-making process in terms of a particular community issue in whose solution he
had personally taken part. Thus, reputation for power was described
realistically in relation to actual behavior regarding an actual problem. The interview was not just abstract talk about community
influence in general.
The second part of the interview consisted of a carefully devised form on which a judge rated all the leaders and gave certain
information about his relationships to them. If a judge could not
spend the extra time to fill out this form, it was explained in detail
and left to be returned by mail. The judges, like the preliminary
informants, were promised anonymity. A few leaders needed this
security to encourage their co-operation. Some were self-confident
and secure enough to return the rating scale with their initials or
signature. All, however, remain anonymous.
The first task of these interviews was to verify the leaders whose
names had been assembled from the original informants. Each judge,
when he was presented the names of reputed leaders, was asked who
he would add to or drop from the list. The suggested deletions will
be discussed later. Only three names were added, luckily all by the
second judge interviewed. These three names were added to the list
and thus were rated by sixteen of the seventeen judges. 25 Since one
leader had died following the preliminary interviews, the final list
of decision-makers studied was composed of sixty-seven men.
The second task of the interviews was to provide quantitative and
qualitative information to test the hypotheses. The first hypothesis is
that decision-making regarding the several types of community issues

is initiated, organized, and implemented within a unified structure
of power, with at least the most influential leaders possessing rrgeneralized" power. This hypothesis is tested by ( 1) the answers to
open-ended questions concerning whether major issues in all community areas are decided by more or less the same people every
time; ( 2) the acceptance or rejection by the judges of the list
( assembled from interviews with informants) of names presented
as Dallas decision-makers; and ( 3) the choices for leadership in a
major community project-whether
or not the same people were
chosen by all the judges.
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The second hypothesis is that within such a unified structure, the
leaders are distributed into identifiable strata rather than evenly along
a continuum of power. This is tested by the measures of influence
based on ( 1) judges' ratings of each of the sixty-seven names, excluding his own, on a four-point scale from "least influential" to
"most influential," and ( 2) judges' selections of ten leaders for a
major community project "requiring decision by a group of leaders-leaders which nearly everyone would accept. " 28
The third hypothesis is that the power rating of leaders is directly
related to their association, socially and in committees; the most
influential leaders are better known than less influential leaders, and
have participated on committees with more other leaders than have less
influential leaders. This is tested with information about ( 1) the
pattern of acquaintanceship among the leaders, and (2) committee
participation.
Other Sources of Data. Additional sources of information utilized
in interpreting the :findings are numerous books and articles written
about the city-its growth and leadership; Who's Who in America,
which provided occupational and associational data on thirty-two
of the sixty-seven leaders; membership rosters of local organizations to which many of the leaders belonged; individual biographical
sketches, provided on request, on the seven Key decision-makers;
data from the files of the research department of the Chamber
of Commerce; and, finally, information on decision-makers and
decision-making gathered from the files of local newspapers. Another
source of information was the writer's own experience of having
lived in this community for some sixteen years.
From the time the study began until the manuscript went to
press, the Dallas Morning News and the Dallas Times Herald have
been relied on for their reports of problems faced, decisions reached,
and problems resolved. Knowledge about changes in the power
structure has come primarily from following through time the way
specific community issues have been decided, and by whom. In
addition, two new interviews, both with preliminary informants,
were conducted recently for the purpose of keeping abreast of a
dynamic system. The changing scene as reported in these interviews
is discussed in later chapters.

IV

Men and Organizations of Power
Are the community problems of Dallas regularly settled by the
same persons and groups? Is their decision-making power exercised
through one community-wide structure, or separately in a number
of specialized problem areas? Can such men and organizations be
identified and described? What are they like? What are the characteristics of men of power? What kinds of organizations are the
principal vehicles of decision-making?
Answers to these questions were sought in interviews with a number
of well-informed citizens experienced in various areas of community
activity, and, secondly, with a number of the leaders themselves.
All of these persons were quite willing to discuss the leadership of
Dallas. It was at once evident that they knew a great deal about
how Dallas' decisions are made. Their descriptions were surprisingly
uniform.
Does Dallas Have One Unified Power Structure? The initial informants ( the eight knowledgeable persons described in the previous
chapter) were asked this question: "Some people say there is a
'crowd' of men here in Dallas that pretty well makes the important
decisions about the community. Do you believe that there is one
group of men who wield most of the influence in community
affairs?"
All but one responded with a definite "yes." One man qualified
his answer by stating that though there is such a group, it is quite
large-containing
a hundred or so members. The other respondents
voiced the opinion that the group of "giants," as one man called
them, comprises from twenty to twenty-five men.
Concise descriptions of the influence system by two of the original
27
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respondents summarize the views of practically all the persons interviewed in the study. One said:'
Dallas is not a "one man town." It is run by a group of about twenty-five
interested leaders who can get anything they want done. They really have
the power ... Dallas power doesn't form a pyramid with only one man at
the top like [ another city in the state]. In Dallas there is a group of men
who form a fairly flat pyramid. After that, it really fans out.

Another informant

put it this way:

sort of consult informally when problems
There is a basic group that-we
arise or something needs to be done here in Dallas. Then there is a second
echelon, made up of men who are important, or want to be important, but
who simply are not consulted on such matters.

The leaders interviewed were also asked if decisions concerning
community problems are usually settled by the same group of
people or if different decision-makers act on the varying issues. A
typical reply was:
Some leaders are the same every time. Some vary according to the issue
involved. But there is a fairly small group continuously involved in all
decision-making here.

According to all respondents, the decision-making on community
problems is handled primarily by the same group of leaders, although
"the people on the fringes change with the issues." In implementing
decisions, some influential leaders take more prominent roles in the
areas which particularly interest them. Thus, decision-making must
be differentiated from action. Although every project does not have
the same leaders acting as directors, the top decision-makers behind
each project are essentially the same-regardless of the area of interest.
How Many Men Make the Decisions? When asked to name the
persons who make up this group, these informed people readily
volunteered lists of names. The smallest list numbered six; the
largest, twenty-six. Each respondent, after the first, was asked to
validate names previously obtained. With additions by this process
the size of the lists ranged from thirteen to twenty-nine, and the
total of persons nominated reached sixty-five.
It is noteworthy that the respondent who had stated that the leader
group is composed of some hundred men offered only seven names.
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When asked about other leaders previously suggested, he replied that
these men are "effective but limited." This informant's replies, then,
suggest that he actually did see a relatively small group of men
who are more effective in a broad area than the rest.
The leaders interviewed in the second phase of the study, it will
be remembered, are designated as "judges," since their answers to
questionnaire items contributed the judgments for ranking their fellow decision-makers. The judges were asked if the group ( or groups)
of decision-makers involved in community issues is large or small.
These men variously stated that 50, 75, 100, 150, or 200 leaders are
involved in any community-wide decision-making. However, all
but one judge said that the above numbers are consulted, while the
actual decision-making is accomplished by a much smaller group.
Fourteen of the seventeen judges estimated there are never more than
twenty-five decision-makers for any one project. Only one judge
stated that a hundred persons are the minimum number involved
in any decision-making. The judges as a whole portrayed a leadership

TABLE 3
JUDGES' ESTIMATESOF NUMBER IN "CENTRAL CORE"
JuooE•

B-2
M-1
U-1
B-3
T-1
M-2
B-6
C-2
U-5
1-6
C-4
T-3
R-2
R-3
A-3
M-7
T-8
Number
Per Cent

RANK
ORDER.

ESTIMATEDNUMBER IN "CENTRAL CORE"
5-10

10-15

15-20

25-30

50

100

X
X

4.0
6.0
6.0
8.5
20.0
24.0
30.0
30.0
34.5
34.5
37.5
39.0
40.0
46.0
53.0
17
100.0

25

X

2.5
2.5

X
X
X
X
X
X
X
X
X
X
X
X
X
X
2
11.9

5
29.4

1
5.9

6
3 5.2

1
5.9

1
5.9

• For explanation of Code Number and Rank Order, see Table 6 in Chapter V.

1
5.9

30

THE

DECISION-MAKERS

structure of as many as two hundred leaders, but with a top influence group within this structure consisting of from five to
twenty-five men.
The men who are constantly involved in community-wide decisionmaking are variously described by the judges as a "small integrated
group," a "group of prime movers," a "central core of men always
present," and a "hard core of about twenty-five men who can be
counted on for everything."
Each judge's estimate of the number of leaders in this "central
core" is presented in Table 3. The judges are shown by code number
and rank position as to power.
It is evident that more judges believe that there are twenty-five
such "top" leaders than any other estimated number. This suggests
that the decision-makers, themselves, recognize an identifiable stratum
of influentials within the leadership of the community.
It was instructive to learn whether or not one man in the community exercised a predominant role in its decision-making. Each
judge was asked who would be better than anyone else to support an
idea in order to obtain a favorable decision on it. The unanimous
reply was that though some leaders were more influential than others,
there was no one man who would be best for all projects. One ina town of individuals
formant stated, "This is a team town-not
The leaders work together for the good of
exerting power ....
Dallas."
During the first set of interviews, the knowledgeable informants
were asked to name the men whose opinions would be most respected
on community matters. The names chosen for "most respected
opinion" varied considerably from those chosen as "most influential." 1
Only one leader was chosen by all eight both as a top decision-maker
and also as being most respected for his opinions. This man, undoubtedly a Key Leader of the highest standing in the community,
died before the second phase of the study began.
His death reduced to sixty-four the number of persons nominated as the most influential men in Dallas. This list formed the
basis for the second phase of the study. Three names were added by
the second judge interviewed; no other judges added names. Thus,
the study proper dealt with a list of sixty-seven names.
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Who Are the Persons Designated as the Most Powerful in the
Community? All are white males. The majority are top business
executives. Every person interviewed stated without hesitation that
Dallas leadership comes primarily from the business and financial
sectors of the community. Throughout the interviews no contradictory opinion was ever expressed. The respondents were of the
opinion that the leadership structure reflects the nature of the city's
economic structure. One informant offered the prediction that if
the city should become predominantly industrial, the complexion
of the leadership would change; there would be more industrial
leaders in positions of community-wide influence.
Table 4 presents the occupational classification of the sixty-seven
leaders. The percentages support the opinions of the interviewees.
Persons in business make up about 73 per cent of the leaders, compared to 16.4 per cent from industry. Financial leaders alonebanking and insurance executives-comprise a striking 31.3 per cent
of these decision-makers. Commercial businesses, such as utilities and
trade, also assume a major role in community leadership, particularly
at the top levels. The seven Key Leaders, as delineated by power
ratings, include three bankers, two utility executives, and one man
each from retail trade and industry.
TABLE 4
LEADERS

Occupation

BY OccuPATIONAL

Number

CATEGORY

Per Cent

Banking
Insurance

10
11

14.9
16.4

31.3 % Finance

Real Estate
Trade
Utilities
Communications

5
12
5
6

7.5
17.9
7.5
8.9

41.8%

Manufacturing

11

16.4

16.4% Industry

Law
Education
Government
Labor
Religion

5
1
1
0
0
67

7.5
1.5
1.5
0.0
0.0
100.0

Commerce

10.5% Others
100.0
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The predominance of leaders from banking and insurance can be
explained by the fact that Dallas is the :financial center of the Southwest. The Robertson Act, and the foresight of Dallas bankers in
relation to cotton and oil production, contributed to this :financial
eminence. The Robertson Act, passed by the Texas legislature in
1908, requires that 75 per cent of the premiums collected in Texas
by any insurance company operating in the state must be invested
in Texas. The growth of small insurance companies has been encouraged and much wealth has been invested in Texas by large outof-state insurance companies.
Dallas banks originally :financed much of the cotton business of
Texas. As the oil industry developed, Dallas banks were the :first
to grant loans using oil reserves as security. Thus, local banks came
to handle most of the money for Texas' two biggest products.
The real estate business is here categorized as "Commerce." Some
economists place real estate with insurance in the category of
:finance. A glance at Table 4 reveals that if this classification had
been used, the category of :finance would then strongly dominate
the leadership picture. The trade classification includes both the
wholesale and retail businesses. Dallas is a wholesale market center
for the Southwest, but it is the retail sector that famishes most of
the leaders in the category of trade. Retail businesses have a vested
interest in the growth of Dallas. The same is true of the big utility
companies; the more the city grows, the more their businesses prosper.
One is surprised that six of the sixty-seven leaders are executives
of the two Dallas newspaper-radio- TV organizations. No other segment of the local economy has such a large proportion of its leaders
among the city's decision-makers. One explanation may be that these
two communications businesses are highly competitive, while in some
communities all newspapers operate under one ownership. None of
these leaders were Key men in the :final power rankings, but three
of them are in the upper third of the second level of power.
The question follows, then: are they men of power in the community because of their positions as newspaper executives? Or, is it
useful to the decision-making process to have those who control the
press a part of the influence system? Information obtained in the
interviews indicates that both factors are at work. A top press execu-
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tive probably has more power, per se, than the head of any other
business. Certainly, a number of leaders indicated awareness of the
value of "press co-operation" in carrying out their decisions. On the
other hand, there were several instances discussed in the study when
it appeared that editorial policy and news coverage were influenced
by decisions of the leadership system.
Few professional men are among the city's top leaders. One reason
for this may be that men who practice a profession have no large
organizations under their command to contribute money and manpower for community projects. There are only six in the entire list,
one educator and five attorneys. Only three of the five attorneys
actually devote most of their time to the practice of law. The other
two acquired wealth through oil and other investments in conjunction with their law practices, and might equally well carry the
classification of businessman. One prominent attorney has devoted
much time to the field of education, but has always maintained his
law practice and is considered by the informants as more a lawyer
than an educator. There are other lawyers who are decision-makers,
but they are executives in large business organizations and are included
in insurance or other applicable classifications. Only one educator
appears on the list and he is a top executive of his institution. There
is one government official, of national rather than local government.
A highly successful businessman-lawyer, he was a community leader
before assuming his government position.
It is instructive to note the categories which are either absent or
are underrepresented in the list of decision-makers. It is surprising
that no cotton man and only one oil man was nominated as a
decision-maker, though oil and cotton are major products of Texas.
One possible reason for the absence of their names may be that the
success of an oil man's or cotton man's business is not dependent
on the city's growth and well-being. In many instances these rich
men are owners of small independent oil companies, and company
support for community projects comes rather directly from their
own pockets. Few major oil companies are home-based in Dallas;
the "outside" companies are less closely tied to Dallas progress than a
Dallas-based concern.
Of the leaders nominated for power, only two men represent large
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companies with home offices out of the state. All other business
leaders represent companies which, though their scope of operation
is statewide and nationwide, have their main offices in Dallas. There
are two possible reasons why executives in local branch offices are
not greatly influential in community affairs. First, they cannot commit their companies to financial or other support for local enterprises without consulting "headquarters." They are not the kind of
"yes" or "no" men with final control over company policy frequently
described as being essential for power-wielding in Dallas. Secondly,
large corporations based elsewhere probably gain little from having
their executives spend time and energy on local problems. The local
community is not crucial to their economic welfare as it is to that of
local companies which will grow and prosper as the city grows
and prospers.
None of the city governmental offices were represented on the
list except in the person of one of the highest ranking Key Leaders
who, without a doubt, was a man of top power long before he accepted
his position as mayor of the city. This specific instance will be discussed further with reference to organizations of power. Nevertheless, it is of considerable interest that elective governmental officers
are not considered as makers of community decisions by either the
informed people first interviewed (who operate in all the different
areas of community life) or by the decision-makers themselves.
No representative of organized labor was nominated for power
in either phase of the study. Several of the judges, when asked,
stated that this is true only because labor leaders in this city lack
the "quality of leadership" possessed by the men nominated. Three
respondents recalled that eight or nine years ago a president of a
small union served on the City Council. He was "almost in" this
power group before he became involved in an embezzlement scandal.
One man interviewed said:
Their philosophies do not coincide with the thinking of the average
businessman. They . . . think only of themselves. If they ever come out of
this, then they will be able to assume real leadership spots here in the city.
It is not that we try to keep them out. They just are not ready.

The fact that there is no labor leader among the inner circle of
Dallas decision-makers coincides with the findings of Floyd Hunter
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3
in "Regional City" and Delbert C. Miller in "Pacific City." The
absence of labor might be explained by the fact that the Southwest
is not predominantly industrial and that its workers in industry have
not been highly organized by the unions. While this may be a factor,
the discussion material indicates that labor leaders have not themselves developed sufficient influence among their fellow-citizens to
function among the decision-makers. Because the philosophy of labor
differs from that of the businessman, representatives of labor certainly have not been sought out as men who could help the community grow. Inclusion of men with different ideas might make
unity of leadership on community proposals difficult to achieve. Such
"unity" was cited by the judges as a major reason for the success of
the power system in efficiently settling community issues.
No clergymen were nominated for leadership by either the original
informants or the judges. One prominent rabbi was said to work
closely with the decision-makers in some matters, but there was no
representative from the field of religion who could be said to be
influential on a community-wide basis. Several years ago one minister
reportedly was "almost in," but he has since moved from the city.
There were no physicians nominated for power. It appears that the
medical profession concerns itself primarily with problems in its own
field rather than with those of other aspects of community life.
What Organized Groups Are Forces of Power? In the initial interviews, when the knowledgeable informants answered the question as
to whether one group of men pretty much decides community
matters, all eight respondents stressed the role of a Dallas organization called the "Civic Committee" as having "more control over
what goes on here" than any other organization. The Civic Committee,4 it was explained, was chartered to be concerned with and
act upon vital issues involving Dallas, and does so function. Its
membership is highly selective, limited to company presidents and
board chairmen. Further, as a nominee for membership an executive
must be recommended by a member of the organization as having a
"sincere interest" in Dallas and a "willingness to assume a leadership
role in the community at large."
Since every member of the Civic Committee is a top executive in
his business, he is in a position to speak for his own company. He
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can determine whether the company will financially support a suggested measure. The capacity to determine company policy (within
limits, of course) was offered as one of the reasons for the power of
the individual members of the Civic Committee.
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When questioned as to whether all members of the Committee are
equally influential in community decision-making, the respondents
agreed that some are more powerful than others. To the query how
one would know who are the most powerful members, the unanimous
reply was that the officers and directors of the Committee "would
pretty well represent" the most powerful leaders within the organization. The Committee as a body, they explained, meets officially only
once a year, while the directors meet regularly. Whenever a serious
problem arises in the city, the board may be convened quickly to
decide what action should be taken.
The power of the organization was described by one of the respondents in this way:
Why, the Board of Education would not think of proposing any bond
issue, or doing anything without first clearing it with the Civic Committee.
This body has the power to make or break any idea or proposal that certain
groups may come up with. It is such a powerful group that nothing can
succeed without its support.

During the second phase of the study, the judges were asked which
organizations or associations are potent forces for action in the community. The answers are shown in Table 5.

TABLE 5
INFLUENTIAL

ORGANIZATIONS
CHOICES

ORGANIZATION

Civic Committee
Chamber of Commerce
Community Chest Board
Drummers Club
City Planning Council
Clearing House Association
Municipal Association

1st

2nd

16
1

1
9
2

3rd

2
2
1
1

Total

17
10
2
2
2
1
1

The Civic Committee is the one organization named by all of the
judges. The judges qualified their statements about the influence of
the Committee by pointing out that ( 1) the Committee never acts as
an organization, i.e., by coming out as the Civic Committee openly
to promote an action; (2) the Committee never deals in political
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affairs; and ( 3) the Committee as an organization is not powerful.
Rather, the individual members of the organization are powerful.
The respondents emphasized that its purpose is «not to initiate but
to support things." It functions as an organization wherein the
leaders become united in thought and action as community problems
are studied with discussions and proposals of solutions. The members
of the Civic Committee-all heads of businesses-usually go to work
individually to mobilize both community opinion and material support for the problem-solution or project. The objective of the Civic
Committee, then, is to promote unified thinking on a problem or
issue and thus open paths to action.
The Civic Committee performs an important function in dealing
with problems within the community which have no available
mechanism for solution. There are some issues which the city government cannot tackle--as, for instance, whether the community
should go from the Community Chest system to the United Fund
plan. When problems cut across the organized institutions--church,
Civic
school, health, economic, and governmental institutions-the
Committee functions to organize decision-making. Problems which
the members of the Civic Committee deem especially crucial to the
welfare of the community, such as peaceful school integration
under court order, are instances which demonstrate the importance
of the role assumed by the Civic Committee in community action.
The Chamber of Commerce was suggested by ten judges as a
power group, but only one named it before the Civic Committee.
The judges explained that the Chamber of Commerce functions
specifically to "sell Dallas" commercially, and thus has less general
influence in the community than does the Committee. The Chamber
of Commerce does not stray from its primary function into other
areas, and therefore is of limited power. One person put it this way:
The power of the Chamber group is limited by the fact that its membership is extremely heterogeneous, and, therefore, it cannot assume a strong
leadership role. A group must be united in outlook as well as in purpose to
be powerful. . . . One big reason for the power of the Civic Committee
is that 9 5 per cent of the members have the same point of view. They believe in free enterprise, and in maintaining a strong local government as
opposed to a strong central government. It is a homogeneous group.
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All leaders maintained that the Chamber of Commerce is powerful in some few areas, but that its more specialized and formalized
structure prevents it from being influential in many other areas of
community activity.
Two other organizations were discussed by several respondents,
including some who did not think they should be nominated as
power organizations. The Drummers Club is composed of 2 50
selected men with much the same business connections as the Civic
Committee. Many younger men who are second in command in the
same companies as the top decision-makers appear on this list.
Although the group is organized for the purpose of supporting boys'
camps and rehabilitation programs for boys, its weekly meetings
provide an opportunity for informal "feeling out" of others' ideas
on matters of community concern. The top decision-makers are not
usually members of this club but maintain liaison with it through
younger executives in their businesses. (Many of the top men, however, were members earlier in their business careers.) The group was
most frequently described as providing the opportunity for training
and testing young leaders. 5
The only other group discussed was the Municipal Association.
This organization nominates candidates for the offices of mayor and
city councilmen, and then is responsible for efforts to get these
candidates elected. Traditionally, the influential leaders who founded
the organization have undertaken to persuade "qualified" men to
run for office, and then backed their campaigns financially through
the Association.
The informants first interviewed emphasized that many leaders
are influential both in the Civic Committee and in the Municipal Association. One of them said:
If you come right down to it, the Municipal Association would be nothing without the support of the Civic Committee, because if the Committee
didn't like what the Municipal Association was doing, it certainly would
have the power to stop it. Actually, the leadership is about the same in both
groups.

At one time the Association may have been quite powerful. At
the time of the study, however, the leaders considered it to have
little community influence, as shown by their answers in Table 5.
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Opponents of the Association, who have formed their own organization to support «qualified candidates," charge that the top leadership is losing its grip on the Association. When questioned, the judges
were largely noncommittal about the Association's role and its
power. Such caution probably reflected their concern regarding the
then-approaching city elections in which, for the first time in some
twenty years, the Association's candidates were facing organized
..
oppos1t1on.
It is noteworthy that the City Council--official governing body
of the community-was
never mentioned by any person interviewed
when discussing how decisions are made regarding the city's main
problems. Only one member of the City Council is found on the
list of community leaders, and he is ranked very high among the
Key decision-makers. The researcher is absolutely certain, however,
that his power stems from many years of dynamic community
leadership, from his position in his own business and in the Civic
Committee-and
not from his tenure as an elected city official. There
is every indication that influential leaders do not regard their city
governing body as a strong center of community power. The City
Council often makes its decisions on crucial and controversial community issues only after a relatively long period of debate. The
solutions to issues are crystallized and power to implement them
mobilized by the real leaders of the community, usually within the
Civic Committee. When this has occurred, the City Council acts-if
legal action is required.
It should be pointed out that the leaders interviewed stressed the
degree of democracy in the leadership processes they were describing.
They emphasized that the businesses represented are competitive.
Therefore, any action that is selfishly inspired or directed is detected
immediately, and so unanimously condemned that the initiator loses
far more than he might have gained. Thus, as the judges indicated,
self-regulation is implicit in the leadership process.
Testing the First Hypothesis. Discussion in the initial interviews
indicated the existence of a single community-wide power structure.
The first hypothesis stated that decision-making regarding the several

.

types of community issues is initiated, organized, and implemented
within a unified structure of power, with at least the nwst influential
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leaders possessing "generalized" power. The relevant data indicate
that this hypothesis cannot be rejected.
The description of Dallas decision-making which emerged from
the second phase interviews with the judges was clearly one of a
unified structure of power composed of men possessing "generalized"
influence at varying levels. This is to say, the most powerful decisionmakers-the Key Leaders and the higher ranking Top Level leadersare influential in many sectors of community activity ( e.g., city
elections, community development, welfare, education, and cultural
development) rather than being leaders in only one or two specific
areas. Further, this unified power structure is buttressed by organizations which frequently function to organize and implement the
decision-making process. However, the most powerful leaders initially
operate quite independently of such organizations (which later join
with and implement their decisions) . Dallas, then, is a city characterized by men of power rather than by organizations of power.

V

The Structure of Power
The :findings reported thus far picture the sixty-seven leaders as
the top of one unified pyramid of power concerned with the
community-wide problems of Dallas. Persons interviewed described
"groupings" or "layers" within the pyramid. Do such layers of power
really exist? All decision-makers are pictured as participating in
community activities. Do the top leaders work on more committees
than do less influential men? Are they better known among the
leaders than those with less power? To answer these questions, a
measure of difference in power was needed.
The Power Rating Scale. Each judge was asked to rate the relative
power or influence of all sixty-seven leaders on the list, using a
four-point scale.1 A "1" represented "least influential" while a "4"
gave a rating of "most influential." The judges were instructed to
assign an "N" (meaning "no influence") to any person they believed
did not belong on the list. Judges were not asked to rate themselves.
From these answers "power scores" were determined. If a person
received a "4" rating as "most influential" from all seventeen judges
( or from the other sixteen judges if he himself were a judge) 2 his
total raw score would be 68, the highest possible. His average or mean
score would be 4.000. 3 The raw scores ranged from 68 to 18; the
mean scores, from 4.000 to 1.059. Table 6 presents these raw scores,
mean scores, and the number of "N's" received by each leader, listing
them in rank order. Each of the sixty-seven leaders is represented by
a code number.
An examination of Table 6 reveals that, in the main, the raw scores
fall into a near-perfect continuum. Most are separated from the
next by only one point. There are many clusters of leaders with the
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same score. However, there are several gaps of two to four points.
Are these gaps statistically significant?

TABLE 6
POWER

Power
Level
Key Leaders

Top Level

RATINGS

Rank
Order
1.0
2.5
2.5
4.0
6.0
6.0
6.0
8.0
9,0
11.5
11.5
11.5
11.5
14.5
14.5
16.5
16.5
20.0
20.0
20.0
20.0
20.0
24.0
24.0
24.0
26.0
27.5
27.5
30.0
30.0
30.0
32.5
32.5
34.5
34.5
36.0
37.5
37.5
39.0
40.0
41.5

OF SIXTY-SEVEN

Leader*
B-1
B-2
M-1
U-1

U-2
B-3

T-1
U-3
M-2
1-1
1-2
U-4
E-1
T-2
B-4
M-3
M-4
C-1
1-3
B-5
A-1
B-6
C-2
C-3
R-1
1-4
B-7
M-5
U-5
1-5
1-6
B-8
M-6
C-4

T-3
A-2
C-5
R-2
R-3
A-3
G-1
1-7

LEADERS

Raw
Scoret
68
67
67
65
63
63
63
59
59
58
58
58
58
57
57
56
56
55
55
55
55
55
53
53
53
52
51
51
50
50
50
49
49
48
48
47
46
46
45
42
41
41

Mean
Score
4.000
3.941
3.942
3.824
3.706
3.706
3.706
3.471
3.471
3.412
3 .412
3 .412
3.412
3 .3 5 3
3.3 53
3.294
3.294
3.23 5
3 .23 5
3 .23 5
3 .23 5
3 .23 5
3.118
3.118
3.118
3.059
3.000
3.000
2.941
2.941
2.941
2.882
2.882
2.824
2.824
2.765
2.706
2.706
2.647
2.471
2.412
2.412

"No
Influence'•
0
0
0
0
0
0
0
0
0
0

0
1
0
0
0
0
0

1
0
0
0
0
0
0
1
0
0
0
0

0
1
1
1
0
2
3
1
0
0
0
2
0

41.5
* Code numbers represent the occupational category of the leader, with a number
indicating his rank within that category; e.g., B-1 1s the highest ranking banker. Other
occupational

codes are: A-ttorney;

C-ommunications;

E-ducation;

R-eal Estate; T-rade; U-tilities.
M-anufacturing;
t Raw scores of judges (who received one less vote than
adding each judge's modal score to his total.

G-overnment;

non-judges)

I-nsurance;

computed

by
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TABLE 6
Continued
Power
Level
Top Level (cont.)

Second Echelon

Rank
Order
44.0
44.0
44.0
46.0
47.5
47.5
49.5
49.5
51.0
53.0
53.0
53.0
5 5.0
56.0
57.5
57.5
59.5
59.5
61.5
61.5
63.0
64.0
65.0
66.0
67.0

Leader
1-8
T-4
C-6
M-7
1-9
T-5
B-9
T-6
T-7
M-8
M-9
T-8
A-4
T-9
1-10
T-10
1-11
R-4
T-11
A-5
T-12
R-5
M-10
M-11
B-10

Raw
Score
40
40
40
39
38
38
36
36
35
34
34
34
33

32
31
31
30
30
29
29
25
23
21
20
18

Mean
Score
2.353
2.353
2.3 53
2.294
2.235
2.235
2.118
2.118
2.059
2.000
2.000
2.000
1.941
1.882
1.824
1.824
1.765
1.765
1.706
1.706
1.471
1.353
1.235
1.177
1.059

"No
Influence"
1
1
2
2
1
2
4
3
0
2
2
4
2
2
1
3
2
2
2
2
5
3
5
4
6

The distribution of power scores was tested by use of D. B.
Duncan's New Multiple Range Test.' This lengthy mathematical
procedure tests the difference between each power score and every
other power score on the list for mathematical proof of a gap in
the distribution of sufficient magnitude to be statistically signifi.cant.5
Table 7 illustrates the range of means for the power rating scores,
with the three largest breaks in the scoring represented by spaces
among the means. Some differences between scores, obviously, are
greater than others; but only two are statistically significant. The
two breaks which separated the top seven leaders and the bottom
:five from the rest of the decision-makers proved to be statistically
signifi.cant.6 The third largest gap, between ranks 39 and 40 in the
middle of the distribution, was not statistically significant.
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TABLE 7
TEST

FOR

LEVELS

OF

POWER

(Duncan's New Multiple Range Test)

[1:~1~.

3.941
3.824
3.706, 3.706, 3.706

Key Leaders
*

3.471, 3.471
3.412, 3.412,
3.353
3.294
3.23 5,
3.118, 3.118,
3.059
3.000, 3.000
[ 2.941, 2.941,
2.882, 2.882
2.824, 2.824
2.765

3.412, 3.412

3.23 5, 3.235, 3.235
3.118

2.941

2.647

Top Level
[
[

2.471
2.412, 2.412
2.353, 2.353, 2.353
2.294

;:1i~:
;:1i~
[
[

[

2.059
2.000, 2.000, 2.000
1.941
1.882
1.824
1.765
1.706, 1.706

Ir
l [!:;!1:
*

Second Echelon

[l[

1.471
1.3 5 3
1.235
1.177
1.059

• Significantly different at approximately the .0 5 level. Brackets join means which are

not significantly different.
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Thus, the decision-makers are separated into three rank levels of
power. Each level is identified by terms similar to those used by the
leaders themselves: the "Key Leaders," the "Top Level," and the
"Second Echelon."
The number of "N's" given for «no influence," shown in the
last column of Table 6, substantiates the rank order established by
the ratings for power. None of the seven Key Leaders received this
rating from any judge. In the Top Level of power there was an
average of one such rating per leader. The five persons in the Second
Echelon received twenty-three «no influence" ratings for an average
of 4.6 "N's" per leader.
The "no influence" ratings made possible a further statistical check
of the gap between the Top Level and Second Echelon. On the
Duncan test, it was near the borderline of significance. The Chi
Square test7 was used to compare the number of "no influence"
ratings received by the five Second Echelon men with those received
by the five lowest ranking leaders in the Top Level. The analysis
showed a statistically significant difference at the 2.5 per cent
probability level.
Both tests, then, suggest the validity of the informants' and judges'
assertion that there are recognizable layers within the structure of
general community decision-making. At the very top are seven Key
Leaders who perform more continuously in decision-making and
occupy positions of greater leadership prominence than do the Top
Level leaders. Below the Key men and the Top Level leaders is a
"broad base of 150 to 200 leaders," the Second Echelon, so frequently
discussed in the interviews. It is believed that the five Second
Echelon leaders on the list represent the top of this broad base.
Their original nomination to the list of most influential, communityfact which the power scores and
wide leaders was inappropriate-a
statistical analyses detected.
Both the interviews and the Power Rating Scale results suggest
a fairly flat-topped pyramid with a broad base of leaders ( see Figure
3). Many in this "broad base" of leadership are young men "on the
way up." Some of them are people who have interests only in
specialized areas of community activity and thus do not have, at
present anyway, sufficient "generalized" influence to be in the higher
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l'Y.RAMID OF DALLAS COMMUNITY POWER

levels of power. Some may be older men who through age or illness
have slipped down into the Second Echelon.
Decision-Makers Preferred by the Judges to Lead a Project. A
second item of the questionnaire relevant to delineating the structure of power asked each judge to name the ten leaders he would
choose for a community project requiring decision by a group of
leaders which "nearly every one would accept."" Several of the
judges stated that they would have to choose more than ten because
any community project would require more than ten leaders. One
selected twenty-four, another twenty-three. One judge said he would
choose only five men for such a project. There was no relationship
between the number of choices a judge made and his own power
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rating. However, the fact that the judges did not make the same
number of selections decreases the sensitivity of this measure of
influence of the leaders.

TABLE 8
DECISION-MAKERS

PowER LEVEL

CHOSEN

LEADER

TO LEAD A COMMUNITY

TIMES
CHOSEN*

PROJECT

RANK
By
By
Power Scores
Times Chosen

Key Leaders

B-2
B-1
U-1
B-3
M-1
T-1
U-2

17
15
15
13
12
9
9

1.0
2.5
2.5
4.0
5.0
6.5
6.5

2.5
1.0
4.0
6.0
2.5
6.0
6.0

Top Level

M-3
B-6
M-4
T-2
E-1
C-2
U-3

7
6
6
6
6
5
5
5
5
5
5
5
4
4
4
4
4
4
3
3
3
3
3
2
2
2
2
1
1
1
1
1
1
1
1
1

8.0
10.5
10.5
10.5
10.5
16.0
16.0
16.0
16.0
16.0
16.0
16.0
22.S
22.5
22.5
22.5
22.5
22.5
28.0
28.0
28.0
28.0
28.0
32.5
32.5
32.5
32.5
38.5
38.5
3 8.5
38.5
38.5
38.5
38.5
38.5
38.5

16.5
20.0
16.5
14.5
11.5
24.0
8.5
11.5
20.0
29.S
30.0
32.S
8.5
11.5
14.5
20.0
20.0
24.0
30.0
34.S
24.0
26.0
32.5
30.0
11.5
36.0
37.5
34.5
37.5
49.5
20.0
41.5
41.5
44.0
47.5
61.5

1-1
C-1
B-7
I-5
B-8
M-2
1-2
B-4
1-3
B-5
R-1
U-5
T-3
C-3
I-4
M-6
1-6
U-4
A-2
C-5

C-4
R-2
B-9
A-1
G-1
1-7
I-8
I-9
A-5

,. Judges' scores computed by adding modal score to total.
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The selections of the judges, presented in Table 8, provide some
statistical validation of the rank order of decision-makers established
by the four-point Power Rating Scale. The Spearman Rank Correlation coefficient between these two measures of power is .857, which
is statistically significant at the 1 per cent probability level." Because,
in effect, the project leadership choice question asked for a power
rating within the context of potential interaction, it may be better
grounded in actual decision-making than just reputation for decisionmaking. Therefore, this highly significant relationship between the
results of the judges' choices and the power scores further supports
the reputational analysis used in the study.
The range of possible scores is from 17 to 0. One Key Leader was
chosen seventeen times. The remaining six Key Leaders were chosen
more often than any other leaders on the list. Only 36 of the 5 5
Top Level decision-makers were selected. None of the Second Echelon
leaders were chosen. A glance at Table 8 reveals that the more influential leaders were chosen much more frequently than were those
with lower power ratings.
TABLE 9
COMMUNITY

Power
Level

Key Leaders
Top Level
Second Echelon

PROJECT
LEADERSHIP
BY POWER LEVEL

CHOICES,

Number
in
Level

Number
Chosen

Per Cent
Chosen

7

7

100.0

13.00

55

36

65.5

2.21

5

0

0.0

0.00

Average
Times
Chosen

Table 9 shows the number of leaders from each power level who
were selected one or more times, with the per cent of each level
chosen. It is evident that a judge's selection of leaders he would
prefer if he were responsible for a major community project was
directly related to the power score of the person selected. The greatest
proportion of choices was directed toward Key Leaders. The Top
Level of power is well represented, while no choices were directed
to Second Echelon leaders. This information indicates that the
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judges would rely heavily on the seven Key men for leadership on
a community project.
TABLE 10
CHOICES
IN MUTUAL
INVOLVED
JUDGES
POWER
PowER
LEVEL

Key

Leaders

RANK

JUDGES

ORDER

U-1
B-2
M-1
B-3
T-1

4.0
2.5
2.5
6.0
6.0

MUTUAL CHOICES
With
Top
Level

Total

3
3
2
2

4
4
1
0
0

8
7
4
2
2

14

9

23

2
2
2
1
0
0
1
1

0
0
0
1
1
0
0

2
2
2
1
1
1
1
1

With
Key
Leaders

4

Total

5

Top
Level

B-6
C-2
T-3
M-2
U-5
I-6
C-4
R-2

Total

8

9

2

11

13

23

11

34

Grand Total

20.0
24.0
34.5
8.5
30.0
30.0
34.5
37.5

o·

To what extent did the same judges select each other when
choosing leaders for a community project? 10 Table 10 shows that
thirteen of the seventeen judges were involved in such reciprocal or
mutual choices. All of the :five Key Leaders who were judges have
mutual choices, mainly with other Key Leaders but also with men
in the Top Level. Only eight of twelve Top Level judges have
mutual choices, predominantly with Key Leaders rather than with
others of their own level. All of the five Key Leader judges were
involved twenty-three times in mutual choices, while only eight
of the twelve Top Level judges were involved eleven times in
mutual choices.
All but one of the mutual choices occurred when a Key Leader
chose and was chosen by another Key Leader or when a Key Leader
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chose and was chosen by a man in the upper half of the Top Level.
This participation of Key Leaders in every mutual choice but one
shows clearly in Figure 4. The one exception involves two men of
the same rank near the middle of the Top Level who chose each other.

FIG. 4-MUTUAL

0-0

CHOICES FOR. PROJECT LEADERSHIJ.1'

Table 11 compares the actual mutual choices (among the judges
in the Key and Top Levels) with the total number which was possible. In this analysis also, the strong preference of the judges for
Key Leaders is shown. Mutual choices among Key Leaders were
70 per cent of all those possible. However, mutual choices between
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Key Leaders and Top Level men were only 15 per cent of those
possible; those between Top Level leaders a mere 1.5 per cent.
TABLE 11
ACTUAL

OF ALL

CHOICES AS PER CENT
MUTUAL
CHOICES*
POSSIBLE MUTUAL

Number of
Judges
Involved

All
Possible
Mutual
Choices

Actual
Mutual
Choices

Actual Mutual
Choices as
Per Cent of
All Possible

Key Leaders
with
Key Leaders

5

10

7

70%

Key Leaders
with
Top Level

17

60

9

15%

Top Level
with
Top Level

12

66

1

1.5%

Power
Levels
Involved

* No mutual choices were possible with Second Echelon men since there were no Second
Echelon judges.

The marked involvement of Key Leaders in mutual choices gives
further proof that their location in the power structure is both
high and strategic.
Acquaintanceship Data. Information was sought to determine the
degree of personal knowledge and association among the leaders.
Interview discussions shed much light on acquaintanceship, which
was also measured by an item in the questionnaire.
All the interviews, both exploratory and with the judges, described
a decision-making process involving essentially the same leaders regardless of the area or the nature of the problem. When certain men
come together frequently to discuss and decide issues facing the
community, they get to know each other better than they know those
not associated with them in such frequent discussions. The judges
described another factor which draws the decision-makers together
as friends and as co-workers. This is a "common feeling for our
city" and the "common experiences" the leaders share as they work
together to improve their city.
Throughout the interviews, the judges spoke of other leaders with
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great respect for their unselfishness. This respect of civic leaders for
civic leaders indicates that their experiences in community activity
are characterized by co-operation. To the extent that the feelings of
mutual respect and admiration among the leaders as expressed by
the judges are real, they make the development of mutual friendships relatively certain.
The degree of acquaintance of leaders with each other was measured
by an Acquaintanceship Scale.11 Each judge was asked to check every
name on the list as "never heard of," "know of," "know slightly,"
"know well," "know socially," or "kin." A "never heard of" was
counted as a zero. Scores of "1," "2," and "3," respectively, were
allocated to the next three responses, with "4" given for either "know
socially" or "kin."
The acquaintance score of each leader, based on how well the
judges said they knew him, indicates how well he is known by the
leaders generally. Table 12 shows the average acquaintance scores
for the leaders in each of the three power levels. A study of the
mean (average) acquaintanceship scores for the different power levels
TABLE 12
MEAN

ACQUAINTANCE

Power
Level

Key Leaders
Top Level
Second Echelon

SCORES

BY POWER

LEVEL

Mean
Acquaintance
Score

3.398
3.227
2.748

makes it clear that the leaders in the higher levels of power are
slightly better known than those who are less influential. In a comparison of the rank order of leaders according to acquaintance scores
with their rank as to power scores, the correlation is .69, significant
at the .1 per cent level. 12 This high correlation between power rank
order and acquaintanceship rank order indicates that those men who
are more influential are generally better known while those who are
less influential are relatively less well known.
Information from the acquaintanceship ratings points to the
fact that every Key Leader "knew well" or "knew socially" every
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other Key Leader. In fact, all the Key Leaders were "known well"
or "known socially" by all the judges with the exception of th~ two
judges of lowest power rank, who know "well" or "socially" the
fewest on the list. Only three leaders, all in the Second Echelon,
were "never heard of" by one or more of the judges. The fact that
these three leaders are the lowest ranking in power scores substantiates
the conclusion that these men are a part of the larger Second Echelon.
The pattern of the "know well" and "know socially" responses'"
indicates a tendency for Key Leaders to have a greater degree of
acquaintanceship with other Key Leaders than with leaders in lower
levels of power. There is also a tendency for all other leaders to
profess close acquaintance with the Key Leaders. The Key Leaders
are better known to all the judges-regardless of the judges' own
are lower ranking leaders.
power rankings-than
This finding essentially substantiates the theory proposed by
George C. Homans," and later validated by Morton King, that persons choosing others for close relationships tend to name those of
higher status than themselves. King found "a tendency for some
persons of middle and lower status to choose associates of top status,
sometimes in addition to and sometimes instead of those on their
own level. " 15
Committee Participation. The judges were asked to name the leaders with whom they had participated on civic committees within the
last five years. Table 13 presents data from this questionnaire item,
showing the percentage of leaders in each power level with whom
the judges had served on committees.
The table reveals that Key Leaders served on committees with
TABLE 13
COMMITTEE
JUDGES'
POWER
LEVEL*

Key
Leaders

PARTICIPATION
PER

CENT

OF JUDGES
OP LEADERS

ON

BY POWER
COMMITTEES

UVEL
WITH

JUDGES

Top
Level

Second
Echelon

Total

100%

82.2%

44.0%

81.2%

92.9%

74.7%

36.7%

73.8%

Key
Leaders

Top
Level

* There were no judges from the Second Echelon,
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a greater percentage of Key Leaders than with men from any other
level of power, participating with progressively fewer leaders as the
rank levels ( of those participated with) diminish. Thus, the Key
Leaders associate and work with other Key Leaders more often than
with lower ranking leaders.
Decision-makers of the Top Level also show greatest participation
on committees with Key Leaders, which may be partially explained
by the fact that Key men are more active, overall, on civic committees than are lower ranking leaders. Additional evidence of .
differentiation in rank levels of power is provided by the fact that
the committee participation scores for the leaders varied directly
with their power level.
Overlapping Memberships in Organizations. Further evidence of
a high degree of acquaintanceship among the Key Leaders was obtained from examination of the rosters of business, social, and civic
organizations in which these men participate. The Key Leaders belong
to a large number of the same organizations. The smallest number
of memberships of any one Key Leader in organizations to which
other Key Leaders belong is twenty; the largest number is thirtythree. This participation with other Key men in the same organization offers many opportunities for increasing acquaintance and developing friendships. These interrelated memberships are shown m
Table 14, which shows a total of 185 overlapping memberships in
various organizations.
Testing the Second and Third Hypotheses. The second hypothesis
states that within such a unified structure, the leaders are distributed
into identifiable strata rather than evenly along a continuum of
power. The data presented in this chapter tend to support the
hypothesis, with no findings sufficiently at variance to require that
it be rejected.
Statistical analysis of the power scores indicated a significant
break in the continuum of scores occurring between the seven decision-makers at the top of the scale and the rest of the list. In
addition, a second break was found near the bottom of the list
of leaders.
Information from the interviews and questionnaire items supports
the statistical findings. Interviewees discussed certain men as being
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the most powerful in the community. They pointed to certain
organizations as forces of power in the community. They spoke of
a "group" of top-ranking leaders, of a "broad base" of leaders "not
quite in," mentioning young men "coming up fast," men whose influence is "limited," and men who have "lost influence."
The respondents all had an opinion as to the size of the group of
most influential decision-makers-the
consensus being a central core
of about twenty-five men. Statistical analysis of power scores did
not, however, bear out this estimate, though there are indications
that men in the upper half of the Top Level possess considerably
more influence than do those in the lower half. The comparatively
long continuum in the Top Level comprises fifty-five names. Even
though the level shows no statistical break, this researcher studied it
for variances between the upper and lower portions. In this connection, it was noted that the thirty-two highest ranking men in the
Top Level received only twelve "N's" for "no influence" while the
remaining twenty-three names received forty-two "N's." Again,
twenty-nine of these thirty-two highest ranking Top Level men
were chosen as desirable for project leadership, while only six of the
remaining twenty-three were selected.
These variations, however, are much less marked than the difference between the levels separated by statistically significant breaks.
The Key Leaders received not a single "N," and 100 per cent of
them were chosen repeatedly for project leadership. The fifty-five
names in the Top Level received less than one "N" per name, and
65.5 per cent were chosen to lead a community project. Again, the
Second Echelon received an average of 4.6 "N's" per person and not
one was chosen for project leadership.
The mutual choice data substantiate the eminence of Key Leaders
in that all of the Key Leader judges were involved in mutual selections, while only eight of the twelve Top Level judges were so involved. The rankings from the Acquaintanceship Scale also corroborate the findings of Key Leaders as separated from the Top
Level. In fact, every finding of the study reinforced the conclusions
derived from the statistical analysis of power scores as to the strata
appearing in the power distribution.
The third hypothesis states that the power rating of leaders is
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directly related to their association, socially and in committees; the
most influential leaders are better known than less influential leaders,
and have participated on committees with more other leaders than
have less influential leaders. The decision-makers are involved together in a network of interaction. The Key Leaders know and are
better known by each other and by other leaders than is the case with
less influential leaders. The acquaintanceship means ( derived from
the judges' social contact with each of the leaders) indicates that
the Key Leaders are slightly better known than are Top Level leaders,
and considerably better known than Second Echelon leaders. Also,
Key Leaders had associated more with all of the judges on civic
committees than had the less influential leaders. Thus, no facts were
found which contradict this hypothesis and require its rejection.
The question which invariably arises here is whether these separations of power levels are merely statistical or whether they reflect
distinctions recognized by the leaders themselves. If the latter is the
case, then the levels set apart by the breaks coincid~ with the thory
of strata discussed earlier. All persons interviewed stated definitely
that they recognized the existence of a unified structure of power
among Dallas decision-makers. Their opinions indicate that power is
distributed into layers or strata which are recognized not only by
the leaders themselves, but by informed citizens of the community.
These strata do not necessarily form groups in the sociological sense;
rather, they are layers of power within one unified structure.

VI

How Decisions Are Made
In the interviews each judge was asked to discuss a community
issue resolved within the previous two years in which he took an
active part. He was questioned about how the particular problem
was solved and by whom. In discussing its resolution, he was asked
if the manner in which this problem was settled represented the
usual procedure of decision-making on problems affecting the community. The purpose of the questions was to obtain from the judges
a description of the way decisions are made in Dallas in relation to
specific, concrete instances, rather than merely a discussion of
decision-making in the abstract.
The judges did not all discuss the same problem. About half, however, talked about the city's recent decision to combine many charity
campaigns into a United Fund drive. Other problems included the
financial difficulties of the symphony orchestra and of the city-owned
zoo, inadequate housing for Negroes, getting a "good" slate of
nominees for school board elections ( and getting them elected) ,
juvenile delinquency, school integration, and urban renewal. The
range of problems in which the more influential leaders become involved seems unlimited. Every area of community activity is their
concern. Viewing the decision-making process in terms of several
specific problems provided insight into the process by which solutions frequently are reached. It also revealed the number and identity
of the persons usually involved.
Decision-making: The General Process. Community decisions on
all kinds of issues were described in each case as being reached in
the same general manner, with more or less the same people contributing to the decisions. Thus, the judges depicted a rather uniform
59
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pattern of decision-making in Dallas. The process begins when one or
more of the Key Leaders gets an idea or recognizes that some problem exists. The initiative may be his own. More often, however, the
matter is brought to his attention by someone lower in the hierarchy
of leadership or by a business, civic, or social associate. The contact
may have been casual, even unplanned, or in the form of a written
statement or formal appointment. If the Key Leader is impressed,
he discusses the problem informally with one or two other Key
Leaders. Should they agree that the problem needs attention, they
arrange a luncheon and invite several other influential leaders.
The first leaders consulted are the other Key men and perhaps a
few of the most influential Top Level leaders. These are essentially
the same people every time.
Simultaneously with the informal discussions of the problem, the
Key Leaders then involved take it to the board of the Civic Committee, whose purpose is to promote projects for the welfare of the
community. The board members of the Civic Committee are "well
recognized influential leaders" in the city. At the time of the study,
four of the seven Key Leaders were on this board, as were fifteen of
the fifty-five Top Level leaders. If these men think the proposed idea
deserves more definite consideration, they appoint a committee to
investigate it more formally.
Such investigative committees are usually composed of two categories of persons: willing citizens who are not involved in the central
power structure, and some who are, usually not extremely influential
men but judged to be "comers." The chairman, selected by the board
of the Civic Committee, is usually a Top Level decision-maker who
gives both "official" backing and ex-officio control to the work of
the committee. Key Leaders chair only the most important kinds of
committees, such as those created to meet an impending crisis demanding forceful leadership and immediate action ( e.g., integration).
Key Leaders are spared from serving on less important committees
for several reasons. First, an attempt is made by Key Leaders to
keep themselves out of the limelight except when absolutely necessary. The less controversy surrounding a leader, the less likely his
power position is to be threatened. Second, committees whose membership is not overweighted with the most powerful leaders appear
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free from behind-the-scenes direction. In many instances, recommendations from such citizen committees may be more appealing
to voters than recommendations emanating from committees openly
directed by the decision-makers. Third, Key Leaders are so overburdened with demands on their time that they attempt to protect
themselves from unwise use of time on committees of less than major community significance. And, fourth, Key Leaders often use
these less important committee chairmanships as training experience
for upcoming leaders.
The Civic Committee was repeatedly described as the most frequently used means by which decision-makers get together to discuss problems. It functions as a mechanism for co-ordinating efforts
of the various groups and interests within the community concerned
with the particular problem at issue. It is also an effective means
for raising necessary funds to support projects. The leaders emphasized, however, that the board of the Civic Committee does not
itself make decisions. Rather, it is the individual leaders who make
the decisions. They use the organization as a tool for mobilizing
verbal and financial support for their ideas.
Although the Civic Committee is influential in promoting decision, and subsequently action, it is usually not the initiator of the
ideas which eventually it promotes. According to one of the highest
ranking decision-makers, "These ideas can come from anywhere or
anybody." Still, one must know the proper channels before his ideas
can be heard. That, in itself, somewhat limits the range of outside
initiators whose ideas filter through to the leaders. Even if we assume
that any citizen might approach a leader who could conceivably implement an idea, such a leader could just as well decide the idea need
not be considered further. Consequently, it would not be passed along
to other leaders for their consideration.
Thus we cannot overlook the powerful role of the Key and Top
Level leaders in determining the fate of propositions and ideas
brought to their attention. Theirs is the power of selection-selection
of those proposals which will be considered further or brought to
the attention of other leaders. Therefore, the values of these men
determine which ideas will move forward and which will not.
When an idea does develop through discussion, informally and in
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the board of the Civic Committee, a careful assessment is made of
its feasibility by an investigative committee under the direction of
Key and Top Level leaders. Only then, often after years of planning,
is there active involvement of the broad base of Second Echelon
leaders. The :first solicitation of their interest and help is often
through luncheons given by one of the highest ranking leaders. It
is then that the carefully thought-out plans of the decision-makers
are formally and publicly presented for the first time. The most successful luncheon of this nature is one given by one of the older, more
seasoned patriarchs, whose successes and honors have placed him in
a strategic position for initiating action.
Such luncheon meetings, designed to build enthusiasm, represent
only the beginning of a preconceived campaign to induce co-operation of the whole community in implementing the proposed solution.
Once the leaders have decided to do something, they utilize any or
all community resources to promote their projects. Often the newspapers run a series of articles on the particular problem facing decision. Their purpose is to educate the public to the needs of the
city in the problem area and to begin gathering support to "do something about it."
It is usual, at this stage, for one or more public study committees
to be formed, depending on the nature and size of the project. In
some instances, the original investigative committee continues to
function. The meetings and findings of these committees are published in the newspapers with the names of supporting leaders who
are backing, for example, a project whose funds depend on the
passage of a bond issue.
Other resources utilized are radio and TV advertisements, speechmaking at local clubs, getting the open backing of club presidents.
In addition, it is reported that public relations firms are sometimes
hired to promote ideas or men.
In describing the process of decision-making in Dallas, the informants and judges seldom mentioned the City Council. It is evident
that the City Council plays a much less central and powerful role
in community decision-making than does the Civic Committee, for
instance. As mentioned earlier, the City Council is inclined to reach
its decisions on community issues after considerable debate and
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taking of sides has gone on in the community. This elected body
undoubtedly attunes itself to the views presented most forcibly
( usually those of the Key and Top Level leaders) , and eventually an
official policy is set down. One reason for the limited influence of
the City Council is the fact that many issues requiring decision are
countywide or for some other reason do not come within the province
of the city governmental authority. Consequently, they are resolved
without involving the City Council in any way.
Decision-making: Concrete Examples. The discussion of specific
instances of decision-making helped clarify the function of leaders
in determining the course of community action. In order to indicate
more clearly how decisions are really made in Dallas, descriptions of
actual decision-making in several sectors (some in process and some
"finalized" at the time of the study) are presented. Three of the
four recent decisions in the areas of social service, education, and
city development grew out of needs related to the normal functioning and growth of the city. The fourth, school integration, illustrates
decision-making in a crisis situation. Finally, the relationship between
decision-makers and political activity will be discussed.
The decision to have a United Fund was the most widely discussed issue in the area of social service. It developed in the following
manner: Several Key Leaders felt there were so many charity drives
that civic leaders were overworked and the public harassed. A discussion of this problem in a board meeting of the Civic Committee
ended with the decision to appoint a committee to investigate the
situation. A man who is now a Key Leader was designated as its
chairman. It was discovered that there were ninety-two separate
drives each year. Complaints were being heard from the business
community that too much time and money was being spent by employees on these drives. Thus, as the need for "something to be done"
became more apparent, the committee began seriously to consider
the possibility of having a United Fund.
The investigative committee, under the direction of the board of
the Civic Committee, sought to bring together the boards of the
Community Chest and the Red Cross. The Chamber of Commerce
combined support and effort with that of the Civic Committee. It
took three years of thinking, deciding, and planning for the United
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Fund to come into being. In the process of implementing this decision made with the help of the Civic Committee, the leaders encountered, and were forced to cope with, resistance on the part of
various agencies.
Consistent and organized effort was necessary to pull together
different factions. To achieve this goal, compromises were made along
the way. One faction wanted a joint appeal rather than a United
Fund, feeling that all organizations in a United Fund would lose
their separate identities. Another concern was that it would be
difficult to control the entrance of new organizations wanting to
benefit from the United Fund. These fears were allayed when the
leaders promised ( 1) to provide two admission committees to review applications from organizations seeking admittance to the
United Fund; and (2) to help the individual organizations campaign so that their separate identities would not be lost or forgotten
under a United Fund arrangement.
Thus the Fund became a reality. But it was not without years of
concerted effort, patience, planning, and compromising in light of
the realistic concerns of the expected participants. Its success was
more probable because of the leaders' mature awareness of what was
necessary in time spent and consistent effort to make something work
when divergent persons and groups must be co-ordinated into one
viewpoint.
Decision-making in the area of education is typified by the creation of the Committee for Better Education. Some years prior to
the study, several leaders (now Key Leaders) decided that a concerted effort should be made to see that "good" people run for the
Dallas School Board. Discussions with the Civic Committee board
led to the decision that a "Committee for Better Education" should
be established which would be responsible for getting qualified persons nominated and elected to the school board. Since then, this
committee has been operating with the support of the Civic Committee. The board of the Civic Committee selects the chairman of
the Committee for Better Education before each school board election. During the study, its chairman was a Top Level leader who
selected his own committee. The procedure is that the Civic Committee board provides the committeemen with a list of suggested
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names for school board nominations. The Committee for Better
Education evaluates the names, selects some, and returns their suggested nominees to the Civic Committee board for approval. Such
approval means that most of the 200 to 250 members of the Civic
Committee will give financial support to the campaigns of the
nommees.
During the year of the study, all of the nominees of this committee were approved and elected to the school board. In a subsequent election, however, one of their nominees was forced into a
runoff campaign for the first time since the founding of the committee. This near-defeat, like other setbacks which occur from time
to time, indicates that the distribution of power is dynamic, not static.
(This changing structure of power will be discussed in later chapters.)
Another problem, in the area of city development, came to the
attention of the city leaders when the matter of inadequate Negro
housing was brought before the board of the Civic Committee. The
living conditions in much of the housing occupied by Dallas Negroes
were reported to be very poor. The Committee board immediately
appointed a three-man committee to investigate the situation. One
of the leaders on the committee is now a Top Level leader and another
is among the Key Leaders, while the third was not included in the
list of sixty-seven decision-makers.
At about the same time, the Chamber of Commerce and the
Social Service Co-ordinating Council each appointed investigative
committees for the same purpose. It was then decided, under the
direction of the Civic Committee, to combine the efforts of the
three separate committees. Together, they produced one lengthy
report. As a result of this report, the City Council acted; bonds were
voted; and a number of multiple-unit dwellings for low-income
families were built.
From these and other decisions, it is evident that there is no such
thing as immediate decision-making. Rather, decisions evolve. Sometimes they take years to develop. It is through the continued and
stable direction of the board of the Civic Committee that most of
the decisions are made possible with a minimum of confusion and
delay. There we see the most important role of the Civic Committee:
to organize, consolidate, and co-ordinate the individuals and groups
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that become involved in discussing and resolving an issue or problem.
The pattern of decision-making in school integration, a possible
crisis situation, is similar to those above, except that the Key Leaders
were more actively involved. Because of the critical nature of this
particular problem, the most influential leaders were a part of all
phases of the problem resolution.
The issue, impending for several years, was brought to a head
when the school board reported it had exhausted all legal recourse for
keeping the schools segregated.' Leaders in the Civic Committee then
acknowledged the futility and possible danger of further attempts
to prevent the integration which the Supreme Court had made
inevitable in its 1954 ruling. Realizing this, the Civic Committee
appointed a seven-man committee whose responsibility was to prepare the city to accept desegregation peacefully. This was a year
and a half before the schools were scheduled to integrate.
From the beginning, the Civic Committee was aware of the harmful consequences should the community exhibit open hostility to the
law. The stakes were high. Dallas' national image, which many leaders
had spent years developing, could be almost irreparably damaged in
such an instance. With this, the business development of the community would distinctly suffer. Therefore, the seven-man integration
committee was composed of highly influential leaders. Four of the
seven Key Leaders were on this committee. One of them, its chairman, was the president of the Civic Committee. The other three members of the integration committee were high-ranking Top Level
leaders.
This seven-member committee worked closely with the school
board and with leaders of the Dallas Negro community. It was decided that a part of the preparation for school desegregation should
be gradual desegregation of other areas of community life. For this,
co-operation was solicited from other leaders on various influential
boards and committees throughout the community. Some of the
ensuing policy changes were desegregation of the midway and musical
shows of the State Fair, the serving of Negroes in restaurants, and a
public announcement that major downtown hotels would begin
soliciting integrated conventions "if school desegregation proceeds
without incident." 2
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In addition, top management in newspapers, radio, and TV media
( several of whom are Top Level leaders) agreed to assist the committee in maintaining a harmonious image of the factors surrounding
the desegregation issue. "Any story which might tend to arouse
readers to unwanted activity was not published."" The press considered that it was their duty, out of loyalty to Dallas, to assist the
community in peacefully abiding by the law.
In order to obtain the co-operation of the Negro community,
seven Negro leaders were invited to join with the previously established seven-man committee for desegregation. "This gesture of good
will toward the Negro leadership in Dallas was made in the hope
that this would deter Negro organizations from demonstrations
or organized resistance" to the committee's planning for gradual,
"phased" desegregation. In return for their assurance that there
would be no demonstrations which might "embarrass desegregation
plans or incite others to action," 4 the Negro community was promised integration in some areas. These seven Negroes were able to
meet their commitment to the biracial committee and received some
concessions in return.
Nevertheless, the entire plan for desegregation was always under
the control of the Civic Committee. From beginning to end, their
faith and hope was that the citizens of Dallas would follow the pattern established by the leaders and leading city groups. The job of
the leaders was to secure, through persuasion, active endorsement of
and participation in the program. In effect, their approach was to
ask all citizens to "stand up and be counted" for law and order. For
over a year, the integration committee solicited the co-operation of
leading citizens and community groups. Their success was due
mainly to their thoughtful and continuous organization and planning, and to their judicious use of community resources. Such use
included hiring a public relations firm to aid in presenting their
point of view. The firm prepared and distributed widely a thirtyminute film on Dallas, change, and integration. They also produced a manual giving the details of the thinking and planning of
the Civic Committee and the fourteen-member biracial committee.
Other resources utilized were newspaper articles and letters to the
clergy, municipal officials, TV stations, and others.
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In addition, the City Council passed an "anti-mob

ordinance"
which prohibited "standing, remaining or congregating on any public street or sidewalk ... so as to obstruct, prevent, or interfere . . .
with its use." In such instances, failure to "disperse and move on
when ordered by a police or other peace officer" could result in a
$200 fine. According to one newspaper, the aim of the new ordinance
was to insure the peaceful integration of the schools. Finally, the
police received well-publicized "mob control training" in April preceding the September for which school integration was planned.
The foregoing brief description of decision-making for integration, initiated and directed by the Civic Committee, serves to indicate the degree to which pla,nning and organization are essential
aspects of making and implementing decisions. One of the Key Leaders who was interviewed emphasized this. He stated that there was
a definite process and procedure for decision-making. When a situation comes to the attention of Key Leaders, they seek first to define the problem and then the objective to be accomplished. Only
then are they able to adopt a plan of action and execute it. Finally,
they review and evaluate their decision-making and action, perhaps
altering their course if necessary and possible.
A discussion of decision-making in any community would not
be complete without consideration of activity in the political arena.
It is ,noteworthy that this area of decision-making was described by
most of the leaders as "out of bounds." The reason expressed for the
hands-off attitude was that politics is too unstable and divisive. One
who rides the political circuit may likely be "out" with the next
election. Repeatedly, the leaders stated that their main strength lay
in being stable and united. To remain so, most maintained that a
policy of staying off the political front lines was necessary.
It is an open secret, however, that leaders do mingle in politics,
though usually discreetly. In fact, several persons interviewed indicated that the Key decision-makers seek to unite themselves and
other Top Level leaders in support of certain candidates for various
local, state, and ( on occasion) national congressional offices by providing financial support. The purpose indicated for this backing
of candidates was to obtain consideration for Dallas should the candidate be elected. The leaders interviewed stated frequently and
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forcefully that the Civic Committee was in no way politically oriented or involved in these decisions. Decisions regarding city elections have been effected mainly through the Municipal Association.
While supported and directed by Key and Top Level leaders, the
Association is not officially connected with the Civic Committee. At
the time of the study political support in state and national elections
originated through informal meetings in which Key and Top Level
leaders resolved any conflicts in their individual choices and philosophies. Conservative and liberal elements reportedly tried to resolve differences "out of loyalty to Dallas."
The men interviewed often emphasized that efficient decisionmaking required unity of thought and purpose among the leaders.
Unofficial, unenforced, discreet political activity is less divisive than
bold, official actions. Open political declarations, often not really
necessary, are liable to weaken the positions of the leaders by attracting opposition from without, or encouraging cleavages within
the power structure. It should be noted that the decision-makers
do make open declarations when a problem situation demands them.
Whenever possible, however, they work through other persons and
groups in preference to expending, and possibly threatening, their
influence on matters which are not of great concern. Thus, the
decision-makers sometimes hesitate to act while weighing the probable gains against the risks. By and large, however, their concerted
efforts aid in making decisions without delays which unduly retard
community functioning.
These descriptions of decision-making in several specific instances
are typical of the process by which many other community decisions
are reached. The ability of community leaders to determine the
course of events is sometimes startling, and at times they accomplish
what many would say was impossible-e.g., peaceful school integration. Yet none of these successes occur by accident. Rather, they
have come about through unified effort and organization as well as
foresight, thoughtful planning, and effective utilization of power
potential by the decision-makers.

VII

Getting to the Top
Members of the Dallas power structure are apt to describe it as
"democratic" and "open to anyone who is willing to sacrifice the
necessary time and energy." In the interviews, however, information
was obtained which reveals this is not exactly the case.
The decision-makers are aware that there are, in fact, avenues to
power and that each is defined-although
unofficially. Personal
qualities, business connections, the backing of an older leader, careful self-promotion, and even chance may tilt the balance of power
into one man's hand rather than another's.
Men drop out of the structure or decline in power, due to loss of
interest, job change, illness, or death. 1 Replacements are needed to
:fill the power vacuum. In order to preserve unity within the system
and maintain its community-wide power, the decision-makers must
necessarily exert some control over the recruitment and assimilation
of new leaders. Each of them is evaluated, and to some extent trained,
by the most influential decision-makers. According to one of the top
leaders:
The front line leadership is backed by the old power houses. The younger
leaders are groomed by the older men-so it perpetuates itself ....
It becomes sort of a partnership in civic responsibility and honors.

There is a definite, although informal, process by which potential
leaders are selected for the power system and one by which their
qualifications for advancement within it are tested and evaluated.
Admission to the structure is dependent on many factors. There
are certain personal and occupational qualifications which appear
requisite. In addition, there are several organizations which have a
70
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part in the selection process as well as a kind of apprenticeship
system. Finally, there is the chance factor which affects every man's
career to some degree.
The process by which "up and coming" leaders are considered,
and then promoted or eliminated, is gradual. The powers of selection
and promotion do not lie totally in the hands of the top decisionmakers. Many factors combine to affect the power status one finally
achieves.
Among the necessary personal factors are the desire to be a leader
and the ability to accept responsibility while carrying a heavy work
load. A good personality is essential. One has to be able to get along
with other leaders, and to manifest a spirit of co-operation and
diligence in efforts on community projects. "Devotion to Dallas"
and unselfish service were frequently stressed as essentials for achieving
power status, together with personal integrity. Another important
personal characteristic is having a reasonably conservative businessman's philosophy.
Other factors affecting power status are one's career choice and
achieved position within his chosen occupation. Several persons who
were interviewed emphasized the importance of high occupational
achievement in business for opening doors to positions of community influence. Some occupational achievements in certain industries appear to provide a greater number of decision-makers than
others. The occupational fields from which influentials are most
likely to come have already been discussed.2 Essentially, the financial
fields of banking and insurance provide more Key and Top Level
leaders than any other occupational categories."
The interviews included a discussion of the occupational positions
of the decision-makers. The leaders were asked to name any formally
established positions or offices in the community which, in themselves,
make the man holding them powerful. Only two decision-makers
believed any positions could give power to a man. One suggested that
being a director of the Civic Committee lends power. The other
suggested that the positions of mayor, newspaper editor, and bank
president give community influence in themselves.
All of the remaining leaders interviewed indicated that there are
no positions which in themselves confer community-wide power.
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They stated, however, that "of course" a certain basic minimum of
business, financial, or industrial prominence is necessary before a
person will be "listened to." Several respondents named a further
qualification-that
a man must be a "big businessman," either president or board chairman of a large company which contributes to
the economy of the community.
The judges were asked if the people who make important community decisions do this on their own, or if they must get approval
for their actions from the companies or civic organizations which
they represent. The judges reported that the decision-makers in
Dallas are free to make decisions on their own because they are the top
executives in their companies or organizations. A typical reply was:
Without exception, these decision-makers move on their own ....
They
are powerful because they are "yes" and "no" men-they
can say "yes" or
"no" to any proposition without having to ask anyone else.

A closer look at the actual occupational characteristics of the
leadership indicated much about the requirements for acceptance
within the influence system. The proportions of executive positions
held by all sixty-seven decision-makers is recorded in Table 15.
Almost 8 0 per cent of these leaders are presidents or board chairmen
of their companies and organizations. Thirty-six of the sixty-seven
leaders are presidents, while sixteen are board chairmen.
TABLE 15
PRINCIPAL

Executive

Position

Board Chairman
President
Vice-President
General Manager
Self-Employed
Other

EXECUTIVE

POSITION

OF LEADERS

Number

Per Cent

16
36
6
3
5
1

23.9
53.7
8.9
4.5
7.5
1.5

67

100.0

Among the Key Leaders are four company board chairmen and
three presidents. In addition, these top decision-makers serve as di-
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rectors for many corporations and organizations in the city, state,
and nation. The large number of directorships held by these leaders,
indicated in Table 16, shows that the Key decision-makers are
widely recognized as occupational and civic leaders.
TABLE 16
OF KEY LEADERS
DIRECTORSHIPS
IN BUSINESS
ANDCmc ORGANIZATIONS
Key
Leader

B-1
B-2
M-1
U-1
B-3
T-1
U-2
Total

Corporations
Other Than
Own Company

National or
Statewide Civic
Organizations

Local Civic
Organizations

6

7

10

5
4
1

8

14
23
17

33

11

8
15
11
6

3
4

12
12

15
11

30
27

34

71

98

203

Total

23
21
35

34

Additional evidence of occupational prominence of the Dallas
decision-makers was provided by Who's Who in America. A listing
in Who's Who is recognized as evidence of a person's high functional
position.4 The leaders are well represented in the 1960-61 edition of
this book. Table 17 shows the proportion of leaders in each level of
influence in Who's Who. The seven Key decision-makers lead with
100 per cent representation, while the Top Level leaders show a
TABLE 17
LEADERS
IN
Who's Who in America
Number

Per Cent

7

100.0

25

42.5

Second Echelon

0

00.0

Total

32

47.7

Power Level

Key Leaders
Top Level
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relatively high 4 5. 5 per cent representation. It is significant that
none of the Second Echelon leaders is listed here.
The large percentage of these listings (47.7 per cent) suggests
that the decision-makers in this city hold positions of leadership in
their own companies and within the broader range of their respective
occupational fields.
The community-wide leadership structure of Dallas is made up
of approximately 200 men. The great majority of these, although
not quite all, are members of the Civic Committee. It is the main
organizational vehicle through which the leadership system functions.
In most cases, then, to become a top decision-maker, one must be
a member of this important organization.
Active participation in the Chamber of Commerce and Drummers
Club also tends to affect one's influence in the power structure. The
members and officers of these organizations were checked. Table 18
shows the percentage of the sixty-seven decision-makers at each influence level who are listed in these organizations. This table illustrates that a comparatively high percentage of the Key Leaders are
members and officers of all of these organizations. The :figures on
the Civic Committee are particularly significant in view of its apparent community influence. The Top Level and Second Echelon
show progressively less participation as compared with the Key
Leaders-of which 100 per cent are members and 57 per cent are
officers. It appears that membership and active participation in these
organizations are related to the power position one holds. All of these
groups function to provide organization, training, and evaluation of
leaders. They are particularly important for the younger leaders
because it is here that they often come to be recognized and selected
for future top leadership spots. The decision-makers are quite aware
of their role in providing future leaders, and they take this role
seriously. Evaluation of the new by the old focuses on the capacities
of, and actual effort contributed by, the new potentials when it is
time to choose leaders for committee chairmanships or other spotlight positions.
The activities of organizations function as proving grounds for,
or stepping-stones into, the influence system of the community for
the younger potential leaders. Their abilities, personalities, and mo-
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TABLE 18
MosT

AND OFFICES
MEMBERSHIPS
ORGANIZATIONS,';

INFLUENTIAL

OF

COMMERCE

CLUB

Per Cent

Per Cent

Per Cent

LEVELS

LEVEL
CHAMBER

DRUMMERS

CIVIC
COMMITTEE

PowER

IN THE
BY PowER

Ofli-

Ofli-

cers

Memhers

cers

Memhers

100.0

57.2

28.6

14.3

100.0

42.9

Top Level

70.9

27.3

27.3

18.2

96.3

14.5

Second Echelon

20.0

0.0

0.0

0.0

80.0

0.0

Key Leaders

Memhers

Ofli-

cers

Source: Directories of the organizations.
* Past and present officers and directors.

tives are observed and evaluated by the more experienced leaders at
the top. In this way, their readiness for admission to the power structure or for advancement within it is judged. The Drummers Club
partially functions to select young leaders while giving them responsible jobs within the organization. These jobs serve to "test"
their ability to accept and handle leadership roles. Potential leaders
may be eliminated if they do not adequately exhibit leadership according to the standards of the older influentials.
A new organization was recently established 5 to provide, officially
and openly, leadership training through its involvement in community affairs. Conceived by one of the "city fathers" and operated
under the direction of Key and Top Level decision-makers, this
organization will function to keep control of the distribution of
power within the grasp of the "old guard." The appointment of
the group's president, a young but well-established Top Level leader,
indicates that the founding leaders will continue to assist in the
direction of the organization while benefiting from the development
of young, energetic, and imaginative leaders. Selection of newcomers
for this organization will undoubtedly eliminate from the running
those leaders whose views and ambitions would not coincide with
those of the present power leaders.
The high-ranking Key and Top Level leaders are quite aware of
their responsibility to provide for their eventual succession by out-
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standing, sincere, and highly-motivated younger men. Thus, once
admitted to the power structure, new leaders often :find themselves
in a kind of apprenticeship system. An older Top Level or Key
Leader selects a younger man ( usually in his own occupation and
often in his own firm) whom he believes has leadership potential. He
then places this young man in positions where he will be able to
assume some leadership in community affairs, while continuing to
advise, guide, and promote him. Three of the seven Key leaders are
notably products of this protege system.

VIII

Dynamic Dallas
There is never a dull moment for those who are involved in the
decision-making processes of the community. Competition both
within and without the system of power keeps the leaders on their
toes. To maintain their positions, decision-makers must diagnose
community needs before they become urgent, and move vigorously
toward some sort of solution. The leadership cannot afford to remain
closed-minded in such matters. It must be resourceful and get things
done in order to hold its position of influence in the community. The
nature of surrounding circumstances often compels the decisionmakers to initiate new approaches or make overtures once considered
inappropriate to their goals.
Although the leadership as a whole is rarely forced to consider
criticism seriously, the leaders as individuals are frequently under the
pressure of evaluation by other leaders. The evaluation of influentials
by other influentials is one of the most important means of control
utilized by the decision-makers. It functions, in part, to provide the
leadership group with controls which insure unity of thought and
action among members of the system. This internal unity strengthens
their ability to make and implement community decisions. Further,
this form of reassessment of leaders within the system may even
effect a reordering of influentials in power positions. It therefore
fosters aspiration to "move up" and caution not to "move down,"
thus increasing competition among men at all levels of the system.
These competitive and evaluative processes, which are important
aspects of the broader ongoing process of decision-making, insure
that the power system is dynamic in character. This dynamism evidences itself in ( 1) the shifting influence of individuals within the
77
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established system of power; and ( 2) the shifting influence of the
power group-as a whole-within
the community as new organizations or citizen-groups arise to challenge their established position.
The leaders who were interviewed were neither ignorant of nor unhappy about the dynamic ( and hence insecure) aspects of leadership.
Dynamics Within the Power Structure. From the information
obtained, it is evident that individual decision-makers shift their
relative positions within the power structure from time to time, due
to several factors. The factors emphasized as most likely to lower
an individual's position are poor performance and lack of responsibility in discharging leadership assignments. If an individual does not
adequately carry out his duties in whatever position he holds, whether
it be assigned or self-chosen, this is recognized-and
rememberedby the other leaders. If, after other trials, he still does not carry
responsibility well, he is simply left off the committees and not invited to the luncheons where community problems are discussed and
decided. There is no open rejection. Rather, he is quietly "not
included."
One possible reason for poor leadership performance is lack of
ability to handle, with top efficiency, both a demanding job and
major community responsibility at the same time. Another major
factor mentioned as decreasing an individual's influence is selfinterest on the part of that individual. Several respondents stated that
the leaders of Dallas must put the interests of the city first. No
person who evidences a desire for advantage, either to himself or his
firm, remains an important part of the power structure for long. The
leaders check each other for action based on self-interest, and such
tendencies are severely criticized. It has to be this way, they say,
because top executives of competing companies are involved in the
decision-making. They enforce abandonment of self-interest behavior
on the part of their competitors.
It should be noted, however, that "putting the city first" is not
an attitude wholly lacking in self-interest. City growth through
efficient solution of problems is not in the least detrimental to the
business of one's company-although
one's competitor may benefit
as well.
Other factors accounting for individual shifts in influence position
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are illness, age, loss of occupational position, and death. The leader
who, because of illness or age, lacks the energy to continue actively
in community-wide decision-making naturally becomes less influential. Although his advice may still be sought by one or two of his
former proteges, active leadership slips out of his hands. The respondents discussed several leaders ( on the list of decision-makers) who
had once been in the "most influential" category, but now had
become less influential because they had grown old or ill.
All informants agreed that the strength of Dallas leaders lies
partly in their occupational status and the power in civic affairs which
company backing makes possible. Loss of executive occupational
position is rare. If it occurs, it drastically affects a leader's status in
the power structure. The person who has lost his executive position,
even through retirement, no longer has the power to say "yes" or
"no" and then to put his company's money and manpower behind
this decision.
Within the time span of the present study, one leader-who had
been described by all of the first phase respondents as "the most
influential person in Dallas"-had
died. Many judges noted that
there probably would be a shift in power distribution because of the
vacuum in Key leadership created by this man's death. The temporary
instability within the power structure, caused by the loss of this
ranking Key Leader, has made the whole structure more susceptible
to disunity, and hence more vulnerable to outside opposition.
Dynamics of the Power Structure as a Whole. A second dynamic
aspect of community leadership involves a shift in influence of the
power group as a whole. For years, the leadership described here has
maintained a firm and recognized position in the community. Its
members have faithfully served as unofficial overseers of the city's
welfare. There has been no serious question of their right to this
guardianship.
In the last few years, however, opposing voices have begun to be
heard-the expressions of which are loudest at the time city elections
are held. The year in which the present study was conducted was an
election year for city officials. Traditionally, the Municipal Association-founded
and supported by the top decision-makers of the
community-has
nominated and campaigned for candidates it chose
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as "best qualified to give ... fair and honest" leadership in the City
Council. The slate of candidates presented by this Association had
been accepted in totality by the voters in almost every city election.
During the 1961 campaign, however, severe criticism was lodged
against the Association. It was charged that the Association picked
candidates to run and then told them how to vote in City Council
meetings. As an outgrowth of the criticism, the Citizens League was
formed as an opposition group. It proposed to support "independent"
candidates who had first declared their own candidacies and announced their own respective platforms.
Some citizens interpret the founding of the League as a threat to
the "old guard" of decision-makers, who provide ( to some degree)
both financial and moral support for the Municipal Association. One
of the League's founders, when interviewed, stated that its organizers
felt one group of men had been "running Dallas" too long, and that
"it is time other people are heard" in the city government. This
person voiced the opinion that the community was ready for, and
in fact, the
would accept, the League and its candidates-that,
leaders, at
present
the
of
League did intend to threaten the power
least their control of City Hall.
The Citizens League was established, it seems, for more than election purposes. It may intend a general challenge to the present power
structure. It is difficult, however, to identify accurately the several
categories of its members and supporters or to assess their basic
purpose or purposes. It appears that the League feeds upon a general
accompaand natural hostility of the "outs" toward the "ins"-the
publicly
person
No
groups."
niment of all long-established "ruling
associated with the founding of the League, or known to be behind
it, was on the list of sixty-seven leaders. Thus, it is not likely that
its inception was directly connected with any split inside the power
structure.
The specific occasion which precipitated the discontent with estabwhich the League grew-was opposition to
lished leadership-from
the city's plan for boulevard widening and street construction in a
plush residential area, a plan which was considered a threat to
scenic beauty and property values. When protests from interested
property owners and from "save that tree" proponents did not bring
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action by the City Council, the League was organized to oppose the
"downtown group" who supposedly dominated city politics. Other
factions who joined were individuals and groups aggrieved by application of zoning laws and the direction of city growth, critics of
expansion of the town's "in-city" airport runways, persons living in
a large and once fast-growing section of the city who felt they had
been overlooked in city planning, and citizens who were discontented
in general "with the way things are."
In its first election, at least, the League was supported, on the one
hand, by working and middle class voters who were vaguely Democratic in their political orientation and inclined to oppose "those big
rich" men who run the city; and, on the other hand, by distinctly
upper class voters, some of whom were Republicans who had begun
to doubt whether the established leaders were really conservative
enough. When the votes were counted, the League had elected three
of its candidates, including the mayor. The other six elected Council
members were supported by the Municipal Association.
While this was the worst defeat in the Association's history, its
significance is not yet clear. Only future elections can reveal whether
the strength of the League will increase or diminish. The League's
strategy of incorporating the discontented may backfire yet. There
are some who maintain that this policy is bringing it unpopularity.
Citizens tire of individual complaints when the discontent comes
to mean hindrance to the city's growth, and fighting big leaders for
the sake of "fighting power" fades into unimportance.
Scattered opposition to the established power structure had been
brewing even before the founding of the League. Outspoken criticism
had placed the leaders in a position of defending the system-while
attempting to maintain their way of doing things. They have sought
to meet criticism both with honest defense and with change if
absolutely necessary.
The Municipal Association is itself a case in point. As complaints
arose-that the leadership was fixed and that the officers invariably
were members of the power group-the
top decision-makers conferred and consequently moved to abate this criticism and any others
that might possibly arise in the future. This was done by ( 1) reorganizing the Municipal Association in such a way as to bring its
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control down to the "grass roots" level, with City Council candidate nominations developing from neighborhood area meetings; (2)
supporting for the Association presidency a candidate from the large
section of the city whose citizens were openly voicing discontent at
being left out of the city planning; ( 3) departing quietly from
the open political scene within the Association except when obvious
backing ( usually financial) was absolutely necessary; and ( 4) attempting to incorporate opposition into their own ranks.
When the Municipal Association was faced with its first organized
opposition ( the Citizens League), the leaders made an effort to bring
it into their own organization. Overtures were made, asking the
League members to join with the Municipal Association. The decisionmakers were quoted as saying that the city would best be served if
all hands joined in working together. The League would have no
part of it, stating that this offer proved the leadership was attempting
to monopolize community influence.
Two years before the League was formed, an independent candidate was elected to the City Council. This was the first time in
many years that a single Council seat had been won by opponents
of the Municipal Association. Through the new "grass roots" system
of nominations, this former outsider was chosen as the Association's
candidate for mayor, despite the misgivings of some of the leaders.
He was beaten ( as noted above) by the independent candidate backed
by the Citizens League.
The elected "independent" mayor has been accepted by community leaders. Although the position of mayor does not in itself
accord top decision-making power, the mayor can increase the hardships of the decision-makers' tasks. Consequently, the leaders, dedicated as they are to promoting community welfare through unity,
were realistic enough to work co-operatively with him and to recognize the situation as an opportunity to win over dissidents-and
thereby maintain their position of strength.
may have been accommodaAnother instance of change-which
recently occurred in the Civic
tion to criticism from within-has
Committee itself. Traditionally, the members of the board of the
Civic Committee could serve indefinitely. A new rule was passed
which limited tenure to six years. The purpose was to spread in-
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fluence and responsibility, giving more leaders a chance at the top
spots in the Committee.
The rule of tenure on the board had an unanticipated effect.
Several of the Key and Top Level leaders were eliminated from the
board and replaced by persons less experienced and less skilled in
community-wide decision-making under fire. Thus a central mechanism of the power structure was weakened at a critical moment
in its history. One leader recently commented that a session of the
board was now "almost like going to any other meeting" rather than
a place where community issues were effectively met.
This weakening of the Civic Committee, and its board, as an
instrument through which power could be exercised, may have been
a factor behind the formation of the new leadership organization
described earlier. As noted, its main purpose is to train young leaders
in civic responsibility. However, it could serve the decision-making
to
structure as a source of new unity and strength-functioning
for
provide established leaders with support and actual manpower
implementing their decisions. It provides them with a continuing
"hold" (now diminished in the Civic Committee) on future leaders
of the community.
Evidence of still another attempt to bring the divisive elements
into unity within the established power system can be seen in repeated editorials in local newspapers which plead for keeping party
politics out of city elections. The credo of "putting Dallas first" and
holding to the "no party" system in community affairs is being
urged more and more by respected citizens.
The campaign for unity represents an effort to meet a current
threat to the stability of the power structure which is posed by an
increasing importance of the
aspect of the political scene-the
Republican party in Dallas and in Texas generally. Traditionally,
most of the leaders were and are nominal Democrats, though only a
few have been active in party councils. Most are moderately to
markedly conservative in their economic and political orientation.
The few Republicans, therefore, have not felt too out of place, and
the plea to "work together for the good of Dallas" preserved a
working unity.
In recent years, the number and power of Republicans in Dallas
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increased rapidly, with some tendency toward an ultraconservative
orientation. Desire to establish a working two-party system in the
state, coupled with growing ideological differences, has led to increasing opposition to the power structure from the outside and
growing cleavages within it. One of the leaders recently interviewed
reports that the "old guard" is now torn internally. A tendency to
split into factions now prevents the leaders from achieving the unity
and effective community action which had been their forte.
In 1963 city elections, the Municipal Association-and
the decision-makers-were faced with even sharper opposition than they
encountered two years earlier. One of their own members declared
himself an independent candidate for the mayor's race. The "grass
roots" system of the Association produced candidates for all Council
posts except that of mayor, regarding which there was disagreement.
Failure to endorse either candidate is tantamount to Association support for the incumbent. Association critics have charged that the
"downtown group" has openly reasserted itself and has trampled the
"grass roots" in order to maintain neutrality in the mayor's race.
On the other hand, spokesmen for the Association have stated that
the "grass roots" committees did not actually agree on support for
the "mustang" leader who ran independently.
All the accommodations made by the leaders to opposition, then,
have not stemmed the rising criticism from without, nor maintained
complete unity within the power system. Instead, they seem to have
weakened the structure.
The unified system of community-wide decision-making pictured
in earlier chapters is accurate and valid for the spring of 1961. The
study may have caught the power structure on the eve of extensive
reorganization--even collapse. On the other hand, the present crisis
may be no greater than others successfully weathered over the last
thirty years and now largely forgotten.

IX

Profiles of Power
Are decision-makers all alike? Are they "cut from the same cloth?"
Indeed, they are not. They are highly individualistic men, however
much the study may seem to report them as statistical symbols. The
intermeshing of these variegated personalities into a unified system
of influence is a part of the story of the Dallas power structure.
Investigation of the power structure, then, cannot be complete
without a look at the decision-makers as individual personalities.
What kind of men are they? They are forceful. They are highly
successful businessmen. They are "team" workers.
The decision-maker is a forceful man, even though his position
of power may be due in part to fortuitous circumstances. This forcefulness usually represents a combination of diligence, integrity, vision,
and inventiveness, plus a special talent for influencing others-which
manifests itself as friendliness and enthusiasm undergirded by determination.
Like it or not, the Dallas decision-maker is a businessman, often a
banker. A healthy economy and a growing city are good for all businesses, especially banks. This is true in any community. Dallas, however, is a young city without tradition-set positions of leadership and
with keen competition for both economic growing room and community influence. Bankers, and other businessmen who saw their
financial success more in general community prosperity than in
specific economic situations, forged to the top in the community
power structure.
Three of the Key decision-makers are bankers. Other than the
competitive mutuality of their occupation, however, and the coincidence of their all being "self-made," they carry no noticeable marks
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of similarity. Two have celebrated their eightieth birthdays. At this
age most men show diminishing effort in business and community,
being supplanted by younger and more eager men. Not so with
these venerable bankers at the time of the study. Enthusiasm still
burned brightly, as if they had :firm hold of the secret of life.
The older of these men is perhaps the wealthiest of the Key
decision-makers. As a young man he came to Dallas to seek his
fortune, bringing with him plans, ideas, and all his savings for an
infant industry, destined to flourish.
Reports on his achievements credit much of his success to interest
in both the people who worked for him and the public served by
his business. His executive genius combined a benign sort of autocracy
with stewardship toward employees. He crusaded for whatever course
of action he believed beneficial to them. They must pay their poll
taxes and vote. They could not request release from jury duty except
for illness. They were urged to participate in civic activities, to be
generous in community work.
He was uncompromising in demanding competence, and perceptive in evaluating performance. The executives of his business invariably were men who had risen within the organization. His talent
for employee relations won for him an almost fanatical loyalty which
became in turn loyalty to his business interests. His awareness of the
merit of individual men influenced the careers of many who worked
for or with him. His proteges have become leaders in business and in
the community.
As early as 1928 he became a director of "his" bank; he was made
chairman of its board in 1945. Myriad business interests reflect his
now vast wealth, but he is regarded primarily as a banker.
The man's concern with "welfare," in broad aspects, brought him
into community affairs as a means of service. His untiring civic contributions built public confidence in him. A co-operative, reasoning
man, he was a charter member of the Civic Committee. His philanthropies cover state and nation as well as the community. Research,
agricultural development, education, collections of art, libraries-all
have benefited from his interest and his money.
He is a tall, thin-boned man with soft gray hair, elegantly dressed,
and with a courtly manner that suggests aristocracy. He seems shy,
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yet authoritative. He speaks softly but with the deliberateness of
one who is accustomed to being listened to. In earlier years he was
active in heading up organizations and in converting others to his
way of thinking, a way usually based on concern for the long-range
purpose of community welfare in the broadest sense. Now, he prefers
to work through other people, but it is said that no project in Dallas
can succeed without his approval.
The second older man neither appears nor is shy. His white hair
is still thick; his blue eyes sparkle; his smile always is a grin; his
movements, while deliberate, suggest vigor. His voice has a slight
gravelly tone and his words often are salty. He is a dynamic man
who loves the dynamics of his community.
He was born on a Texas farm of very poor parents and received
little formal schooling. He delightedly claims one educational degree,
«from CC&M-corn, cotton and mules." Through the years he has
polished personal idioms of speech into a graphic vernacular. This
«cotton-pickin' talk" has become his trademark, which people say
can convey a thought in the fewest possible words. An example:
Community leaders were to consider sponsoring benefit performances
of professional football games. The area, noted for college football
popularity, was an unknown quantity as to pro football attendance.
Most men would have used several minutes and more sentences to
set forth the hazards of such a project. This man covered it with:
«well, you know this ain't no chrysanthemum deal."
He began his business career as a clerk in a country store and
ranged through traveling salesman jobs and a bookstore. Then in
1916 with $6,000 in borrowed funds he founded a Dallas bank.
Though there were partners in the enterprise, he was the president.
Is there another banker, anywhere, who has never held a position
lower than president?
The man's tremendous drive went beyond banking into community affairs in the form of specific projects for the city. His
aggressiveness in community service, coupled with a talent for drawing other responsible citizens into .. team" community work, as well
as his steady rise in influence and in banking success, provided inspiration for many younger citizens. From his example more than
one young man has become aware of the benefit of scrambling for
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the hardest kind of committee work or the lowliest community job.
The Civic Committee was the brainchild of this hard-hitting, tireless extrovert. There had been a strenuous campaign to win for
Dallas in 1936 the official centennial celebration of Texas independence from Mexico. The citizenry raised $3,500,000, 1 which with
the fine existing buildings and impressive grounds of the Texas State
Fair ( in Dallas), won the selection for Dallas-a city not even in
existence at the time Texas won its independence.
The effort, though successful, had been a "hell of a job" because
there was no organization among the "boss men" of the town. In
this man's words, "We had to have men who could underwrite ...
Sometimes you'd get a bunch together; they couldn't say yes or no.
We didn't have time for no proxy people-what we needed was men
who could give you boss talk . . . the boss men organized so we
can act quick." 2
Thus, from the beginning, the Civic Committee was an organization of "bosses." It did not include professional men, or simply rich
men, or politicians, but men who could pledge the efforts of their
businesses toward helping Dallas grow and prosper.
This man has been active in almost every community project of
his time. The State Fair of Texas is one of his special interests, as has
been his drive for canalization of the Trinity River. This neverceasing dedication to Dallas led to his being literally drafted into
running for mayor, in which capacity he served eight years. His
tenure of office saw such capital improvements as a new downtown
Memorial Auditorium, a new airport terminal, a new Public Library, and a new City Hall.
Perhaps it was his view of the community leadership, from the
mayor's chair and near the end of his active career, that led him to
suggest and help organize a new leadership organization for young
men. Said he, "How're they [the young men of the community]
gonna take over runnin' things if they don't get some practice?"
So, in 1962 the Future Leaders of Dallas was organized, another
means by which the imprint of this leader will continue on his
community.
The third banker, a man in his early :fifties, probably has been a
member of the Key power elite for a relatively short time. Young

1

~

PROFILES

OF

POWER

89

in a comparative sense, he is largely self-made. He was a farm boy
who became a big man in his college government and school activities, an All-American captain of the football team, and an honor
graduate. He began his Dallas career as an employee of the city
manager at $ 50.00 per month, combined with refereeing weekend
football games to make ends meet. He later became city manager of
Dallas, then left to earn a phenomenal war record. On his return to
Dallas he entered the banking business.
Thus, he has a background of demonstrated leadership. Nevertheless he states frankly, as do many younger Dallas leaders, that his
upward progress benefited from the "protege process." His talent
for organization, however, the trademark of all his activities, is a
convincing reason as to why he was sponsored by a man of great
power. When the sponsor died suddenly, the protege already had
made a record in community service and had earned a "boss" position
in his bank. He was expected to move forward at once in the same
type of leadership as his former mentor.
The benefactor had been a power in the national business scene, a
Key decision-maker, completely developed and polished. This man
looks young and "All-American." Yet there are similarities of personality between the two. Like his predecessor this man greets a
seemingly inconsequential stranger with, "How are you, suh? What
can I do for you, suh?" Like the predecessor, he means it and will
act on it.
He has a rare quality of attentiveness to the import of what is
said to him even in casual conversation. More than one important
man's employee or son or daughter or wife has been won by this
capacity to take in what is said by a person who may not (or may)
be important, with resulting influence on the important member
of the firm or family.
Rather than the philosophical philanthropy of the first banker
described, or the dynamic Dallas-first drive of the second, this
decision-maker is characterized by an unhurried, cheerful, democratic type of leadership that accomplishes much with little outward
display. He treats his co-workers in community affairs as he must
have treated his fellow football players in earlier days, figuratively
patting each man on the back and urging him on to greater effort.
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"Everybody likes him," is a frequent comment. The two older
bankers have reached a time when much of their whole careers can
be seen. This man represents many future years yet to come of
competent leadership.
Two of the Key decision-makers are executives of big utility
companies. Both are in their early fifties, are natives of the city, were
educated in the state, and went to work for their respective companies immediately after college graduation. Each was the beneficiary
of the protege process. The company "bosses" who preceded them
occupied positions of top community power. The younger men
followed in their steps to top leadership in community as well as
corporation. Each of them has been president of the Chamber of
Commerce, a position which offers a wide range of opportunities for
community service and favorable press coverage, and each is reputed
to "work well with others."
One arrived at the top rung of the corporate ladder sooner than
did the other and has a fuller record of community service. He is more
firmly entrenched, perhaps, in his position of power. A big man
with keen eyes and dark hair streaked with gray, he is easygoing
but untiring in his dedication to business and community. He seems
to accept his position of influence as an opportunity to render service.
His speeches are short and to the point, which an admirer remarked "makes a mighty popular man." It was during his presidency of the Civic Committee that the way was smoothed for peaceful school integration.
The second utility executive is known within his company for
developing improved methods which increase work efficiency. His
devotion to wrapping up detail into an efficient whole expresses itself
in his community work. He has a cheerful face and has been heard
to crack some salty jokes. Yet now and then he exposes an almost
sentimental idealism about community service.
One of the Key decision-makers represents the retailing industry.
He began his career in his family business as a floorwalker immediately after graduating from Harvard. Today he is recognized as
one of the most progressive spokesmen of the entire retailing industry. He has traveled extensively and is a collector of historic and
contemporary art. Polished, cultured, suave, he is a citizen of the
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world who holds the French Legion of Honor and other international awards. The same aggressive progressiveness that has carried his
business to success has made him a man of power in his community.
He attacks a problem with incisive thoroughness and never shrinks
from community responsibility because of personal or business
interests. He headed the Dallas forces in challenging a neighboring
city for air routes. His business caters to customers in the opposing
city and he knew that many accounts might be lost as a result of his
role in the well-publicized controversy. He did not hesitate, however, to tackle the job for his community.
Manufacturing has one representative among the Key Leaders.
This man is rich and of "big business." He also is self-made. The
son of Swedish immigrants who earned a very modest living, he saw
in his boyhood much odd-job work, tinkering with machinery, buying, and bartering. Thus, early in life he developed self-reliance and
the capacity for making quick judgments based on his own experience. He says that while he was working his way through college his
campus associations helped straighten out an inferiority complex. Yet
an air of diffidence remains with him. In view of his financial and
community eminence this suggests the innate earnestness of the man
and a perfectionist spirit that will never let him quit trying to
improve his own performance.
He is a busy man, but never too busy for service to a community
which he says "has been good to me ... I can't refuse to do any
job asked." Many civic jobs have fallen to his lot, and all of them
have been performed by him with the care and dedication characteristic of his business efforts.
Some of the highest ranking Top Level men undoubtedly were
Key Leaders a few years ago. When a man steps up from president
to board chairman of his company and begins pushing a younger
president into the limelight of community service, himself taking a
less active part, his power in the community frequently diminishes.
One of the insurance men among those with high power scores ( now
a board chairman, away from the city a great deal, currently giving
less time to the community than formally) is reputed once to have
had a greater power than now. A native of Dallas, he was educated
here, and after college began work for an insurance company. Soon
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he struck out on his own to form a new company which 1s now
very success£ul.
This man was the son of a community leader and must have heard
talk of community affairs all of his life. Certainly, from the beginning of his career he was responsive toward community service. He
is a former president of the Municipal Association, and long a member of the board of the Civic Committee. He is tall and bald, and
looks more like a senator than an insurance man. Indeed, he has some
of the attributes reputed to be senatorial. He has a vast number of
friends, is politic in all his relations, and has been instrumental on
numerous occasions in bringing about an understanding between
opposing factions of community leaders. He has a great sense of
humor, always has a good story to tell, and, in a way that is never
cruel, is a practical joker. He takes great pleasure in using his influence to help some young man start moving upward either in a
career or in community affairs.
Many of the Top Level leaders are younger men "coming up
fast." Such is one of the real estate men who was involved in a
mutual choice with a Key Leader. This man, who ranks near the
center of the Top Level, is an indefatigable worker. No community
job is too small to merit his best effort. And no job is too big for him
to tackle with confidence and enthusiasm. These characteristics undoubtedly explain why the very powerful Key man chose him as a
leader he would want on a project for which he was responsible.
That this Top Level man works well with others-including
men
who are more influential than he is-is implicit in such a mutual
choice.
Thus, we see in kaleidoscopic fashion the seven most powerful men
in Dallas, plus a man who is now less powerful than he once was
and one who is likely to become more powerful than he now is. What
do these men have in common?
Most of them are "self-made" men, but this appears to be a
characteristic of a state where there is little "old" wealth. Most of
them are highly successful businessmen who control large numbers
of employees, and whose specific business operates in a wide area of
influence. As men, however, they are more different than alike. Yet
they have some characteristics in common. Each is a forceful man,
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and each of them works well with other people. Terms such as "a
team worker" or "very co-operative" invariably cropped up in discussions of these decision-makers. Perhaps this capacity to work
co-operatively with other people is one of the most necessary attributes of a decision-maker.

X

Comments and Consequences
CoNTRIBUTIONS

TO THEORY

AND RESEARCH

A review of previous community power studies revealed the need
for some method of systematically determining the power of individual leaders relative to that of other leaders-regardless of whether
power is centered within one structure or within several specialized
structures. None of these studies employed devices which produced
quantitative data adequate for statistical testing. A major aim of the
present study was to provide such data.
The judgments of reputation for power were made in relation to
actual decision-making instances, and hence were anchored to the
reality of leadership behavior in the community. Each judge rated,
for power, all other decision-makers on the list which was provided.
The rating scale not only adjudged power in four degrees from "most
influential" to "least influential" but also provided a "no influence"
rating for any name which might be judged as inappropriately included on the list. In this way, every decision-maker on the original
list was given a comparative power rating by each leader who was
interviewed. A new statistical procedure, Duncan's New Multiple
Range Test, was used to determine whether gaps in the range of
power scores were significant enough to represent the separation of
leaders into identifiable levels of power. The two breaks or cutting
points thus indicated substantiate the description of the power structure given by the leaders and others interviewed.
A second set of rating scores was obtained, based on the question
which Hunter and other students of power used to identify the top
leaders in a community. The judges were asked to name the ten
persons they would choose to work with on an important com94
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munity project. A high correlation 1 between these project choice
scores and the power rating scores serves to validate the latter.
The power rating scores as used in this study appear more useful
than the project choice scores used in previous studies. Such studies
focus on-only a few of the most influential leaders.
identify-and
They did not obtain information about enough decision-makers to
permit description of the power structure as a whole.
The power rating scale devised and used in this study provided
satisfactory quantitative data for all leaders on the list. There is no
reason to doubt that it could be applied equally well to all the members of a power structure to produce a numerical statement of their
power relative to each other. If that proves to be true, then a statistical analysis of the whole range of community power is possible.
A principal aim of the study was to contribute a statistical solution to the theoretical issue of continuum vs. strata of status or
power. The question of stratification by power can be more clearly
interpreted when the distribution and structure of community influence is defined as precisely as possible. Duncan's test established
two cutting points which were substantiated by qualitative interview
data. The test, in effect, estimates the probability of significant
differences among means. Therefore, it appears to be equally applicable to a set of community prestige or status scores obtained by
averaging the evaluations of several judges.• A similar test, applicable
to data other than ratings by judges, is needed for a thorough test
of the continuum vs. strata issue.
The statistical and qualitative analyses indicate that the Dallas
power structure is divided into several identifiable levels or strata
of leaders. Whatever may be true in other cities with a unified system
of power for settling community-wide issues, here power rating
scores were not scattered evenly along a continuum. Parallel research
is needed in many other cities to discover whether other community
power structures are so stratified. If some are not, then we need to
determine the conditions under which the distribution of power is
stratified and those under which it is a continuum. In addition,
measures of differences in power using interactional or "real behavior"
data should be devised to check the results obtained with reputational
methods.
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Every study has its limitations; this one is certainly no exception.
An awareness of what they are is necessary £or a proper evaluation
of the study :findings. This type of study-conducted
in large part
by personal interviews---encounters some difficulties at the very outset. Many persons who would be quite willing to discuss dispassionately the patterned ways of some foreign people are unwilling to
turn with equal candor to the life of which they themselves are a
part. Further, a study made at a particular moment in time may
accord some "man of the hour" a higher position than he ordinarily
occupies. In these and similar matters, great care was taken to distinguish between fac;;ade and reality.
The reputational method itself has a disadvantage. The researcher
depends on the opinions of selected individuals to identify leaders
and rate their relative power. The interviews were focused on concrete instances of decision-making. However, the information gained
by the reputational approach is clearly not as reliable as knowledge
obtained by observing every stage of the decision-making process
over a number of years. Since that was impossible in this study,
cumulative indirect evidence was sought to supplement the reputation-for-power ratings.
The study was further limited by the fact that the writer did not
have sufficient time or funds to interview the entire list of influentials
nominated in the :first phase of the study. A review of the characteristics of the judges chosen by simple random sample indicates that
the judges only approximate a proportionate representation of the
several influence levels and occupational categories. However, the
fact that :five of the seven Key Leaders were judges was an advantage.
They provided greater insight into the techniques of decision-making
as viewed-and managed-from
the top. On the other hand, none
of the judges were from the Second Echelon of power, thus denying
us the perspective from the bottom of the structure. Other studies
should consider a sample of judges stratified according to preliminary
indications of their relative power. It would be useful to interview
all Key Leaders to obtain maximum information about the inner
core of the structure.
Another limitation of the study is that it was made in a particularly dynamic era of community leadership. It is always difficult
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to "catch" a true picture of a system which is fluid and changing.
To insure accurate comparison of the opinions of judges, all interviews were conducted as nearly as possible at one point in time. The
results produced a picture of the Dallas power structure only for
this one point in time.
A final question could be raised regarding the reliability of the
data collected from the judges. It appeared difficult and even unpleasant for some men to discuss their peers and rate their relative
influence. A few judges seemed reluctant to expose their evaluations
of the other men to an outsider. This was especially evident when a
judge gave or considered giving a low rating to some individual.
Therefore, there may be instances of overrating by the judges in the
scoring for influence. Further, some of the judges who marked the
scale on acquaintanceship and committee participation during the
interview appeared to do so hurriedly. The questionnaires which
were left with some judges to be filled out later presented an appearance of more thoughtful marking. But the marked consistency
of opinion shown in the power scores and the data on committee
participation suggests that the judgments were sufficiently reliable for
the purposes of this study.
IMPLICATIONS

FOR DEMOCRACY

There are numerous ways of viewing power in the community
setting of a democratic country. First of all, in every societyis a primary fact of life.
regardless of political orientation-power
Even in a democracy, it is necessary for the organization and functioning of the society. Power enables man to organize himself
"through a multiplicity of economic and political activities and
institutions to do better co-operatively (and competitively) what
he cannot do by himself. " 3 While it is a necessary and desirable
aspect of life, power is also to be feared. Traditionally, power has
been regarded as a danger of which man should constantly be aware.
Therefore, man finds himself in the midst of a seemingly irreconcilable conflict. He fears power as the potential enslaver of men,
yet he is "confronted from the outset with the fact that power
constitutes an essential of human life in society." 4
The dilemma is enhanced, or made more complex, by the American
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ethos which has been shaped by a Judaic-Christian and Greco-Roman
inheritance and tradition. 5 Values of personal duty and moral responsibility are inherited from the Judaic-Christian tradition, while
affection for a life of reason, justice, and beauty is the legacy of the
Greco-Roman tradition. In addition, from generations of Americans
before us we inherit a democratic credo which affirms mankind's
inalienable right to liberty and equality of opportunity as well as his
responsibility for preserving that right.
We are also inheritors of another tradition, which accepts capitalism
and profit-making in the name of diligence and individual expression. As industrialism provided the backbone of America's development, the businessman has necessarily achieved a position of authority
and power in the economic, political, and social institutions of the
country. Private business has come to play a focal role in American
affairs. Consequently, the businessman's values of hard work, thrift,
and individual self-interest (which have been called the "Protestant
Ethic"/ have assumed predominance in the American value system.
Each of these philosophies has become a part of the American
ethos, and has shaped the development of our way of life, our
norms, our mores. Unfortunately, these philosophies are in some
respects contradictory.
Power is a necessity. Yet it is feared; and should, in fact, be
vigilantly governed. The businessman is in a position to make many
of the decisions relative to this vigilance. Although he lives by the
Protestant Ethic, he never wholly accepts it without a feeling of
guilt. To reconcile self-interest and profit-seeking with his feelings
of personal duty and moral responsibility to his society is a difficult
task. Likewise, the Greco-Roman value of justice is hard to reconcile
with the self-interest motive. The question of justice is, "Are businessmen exploiters of men and resources for private profit only?
Indeed, is profit itself a sufficient measure of progress?"'
Thus the businessman is faced with a serious conflict between selfinterest and the interest of the whole community over which he
exercises strong influence. When faced with such a choice, the
responsible businessman is "likely to resolve the issues in favor not
only of conserving the power entrusted to him, but also of maintaining this power at high levels of efficiency for the creation of
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goods and services. By doing so, he reasons, not without logic or
even moral justification, that he will render the greatest service to
the community in the long run." 8
There are other systems of power besides business (unions, consumers, farmers, etc.) which function interdependently and which
somewhat limit business domination. Still, control and direction
must be provided in order to assure some balance of power. Therefore, it is the function of government, as defined and limited by the
Constitution, to provide equality of opportunity for power among
mediate between different loci of power.
individuals and groups-to
Other mediators of power are man's conscience, his reason, tradition, and human association--especially the small autonomous groups
within organizations and communities."
Competing and mediating groups, interposed between the individual and the state, are needed to prevent the state from acquiring
autocratic power over the individual. Direct appeals to individuals,
especially through mass media of communication, may well have
been a step toward totalitarianism. One writer believes that indigroup
viduals alone, united in one culture and one mind-without
result
The
supremacy.
or associational ties-are vulnerable to state
is that there is nothing to stand between the individual and the state
to protect his freedom. Competitive groups are what protect the
individual from governmental supremacy, for what can one individual do in the face of the state?' 0
In observing the community for evidence of such safeguards
against power and provisions for democracy, we note that the
government of the community studied is democratic in design. A
community in which free elections of public officials are regularly
held appears democratic enough. Any citizen may nominate himself
or others to run for office. He has the opportunity to campaign and
vote for or against any nominee. As a citizen, he is free to voice his
opinions before the City Council on all matters before that body.
When, however, there are informal and unofficial bodies which
tend to organize effort and power to influence the outcome of matters
before the City Council, we must question the effectiveness of the
democratic ritual in insuring that the individual citizen will actually
be heard. Although the individual citizen is equally free to recruit

THE

DECISION-MAKERS

and organize the proponents for his point of view, it is frequently
difficult for him to do. It is a time-consuming task which will be
rewarding only if he can muster in sufficient numbers people of
sufficient skill, and with sufficient resources, to compete with other
organized bodies of citizens. Therefore, the individual citizen often
has to rely on existing groups with resources which he does not have,
perhaps even with different objectives than his, to compete with
organized interests which are alien to his own.
The citizen is represented, therefore, not only through democratic
elections, but also through the competition of formal and informal
groups. This is as true for decision-making in other areas of community activity (i.e., education, welfare) as it is for decision-making
on matters before the City Council. For this reason, an important
measure of democracy in community leadership is the amount and
variation of competition among groups in the community. Democracy and freedom thus are protected to the extent that there are
competing associations. Providing that protection is the principal
function of political parties.
Viewing Dallas in this light, one notes several important factors.
First, the major influence on a variety of community decisions is
concentrated within certain groups and associations. In fact, the
"most influence" in these affairs is attributed to seven men. Their
unity reputedly represents persuasive power which has been difficult
to overcome, or even to compete with effectively.
Second, the community leaders have stressed an attitude of "no
party affiliation" in community affairs. Because the community
political scene did not benefit from the natural rivalry provided by
a two-party system, community decision-makers have been permitted more freedom of action than would have otherwise been so.
In the past, the political system of the state was traditionally in
the hands of one political party (Democratic).
Third, the leadership of the community has set a theme of "loyalty
to Dallas" which has repeatedly functioned to unite divergent segments, thereby preventing competition.
These and related facts indicate that, at the time of the study and
before that for many years, the established decision-makers had no
continuing or effective competition. They were not elected by the
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citizens they serve, and thus were not subject to recall except in the
special sense noted below. The city would suffer if such power were
concentrated in the hands of men who would use it unwisely or for
greedy purposes. Therefore citizens do well to be always mindful of
democratic principle and practice in the community.
How have the dynamic men of Dallas discharged the civic trust
which they assumed? First, theirs has not been a "back room"
operation. For the most part, they have worked in the open. Their
names and their actions have often been on the front pages of the
local newspapers. For example, the annual elections of the Civic
Committee's officers and directors are regularly reported, usually
with the names of the nominating committee.
Second, despite all this publicity, few persons have ever charged
that the decision-makers were not sincerely trying to act in the best
interests of the city. Nor would many suggest that they have acted
selfishly, unwisely, or without discussion and study. On the contrary,
it has been customary to attribute to their leadership a long list of
economic, civic, and cultural benefits. Among these are a city unusually clean physically and morally, an honest city government
without graft, low taxes, rapid growth, economic prosperity, a
variety of locally supported institutions. The role of the power
structure in producing these results has been recognized by such
national magazines as Fortune. In describing the power leaders of
Dallas, Fortune stated, "They run it well, with self-effacement, not
for private gain." 11
Finally, the large amounts of time, energy, and money which these
men and their companies have devoted to civic affairs should be
recognized. The low cost of city government is not due solely to
efficient operation and lack of graft. It is due in part to the contributions by experienced executives of many hours of their time to
the governing of their city. Few cities can afford to buy what Dallas
has had without cost. We have here a case of business subsidizing
government.
It should also be noted that the Key and Top Level decision-makers
are not unlimited in their influence. It is common knowledge that
often they must make concessions in order to persuade possible opponents to unite in their approach. Furthermore, on a recent occasion,

102

THE

DECISION-MAKERS

the oppos1t1on refused to join forces with the leadership and has
since achieved some success in getting its candidates elected to the
City Council. The field may have been opened to further competition by this and other groups.
There are other limitations on the power of the top decisionmakers. There is continual internal evaluation and competition
within the power structure which limits and checks their exercise of
power. In addition, limitations are imposed by the needs of community life. If the decision-makers do not "govern well," if they
fail to solve the real problems of the community, they are "recalled"
not by the vote of electors, but by the force of circumstance.
The Key and Top Level decision-makers often do not create the
conditions for which they must make decisions and implement action.
The recent school integration decision is a case in point. The Supreme
Court ruling of 1954 precipitated circumstances which made local
decision-making on school desegregation inevitable. In this and other
instances, those with power are often prevented from tightly controlling the decision-making situations. Many times there are forced
decisions or alternatives which leave the leaders little or no choice
for direction of action. Certain decisions are an inevitable product
of past decisions made without anticipation of their consequences.
And some decisions are made partly by accident. 12
Although these leaders have been somewhat limited in power by
circumstances, there have been virtually no other groups effectively
competing with them for influence on community matters. However, recent events indicate that many of the conditions which existed
at the time of the study are now in a state of flux. These changes
appear to result from community growth as well as state and local
political developments. As Dallas continues to grow and become industrially and politically more complex, other forces will come into
play which likewise will seriously affect the distribution of power
seen in this study.
Present indications are that the recent introduction of partisan
politics on the community level has already effected some power
shifts. From the long range perspective, the community should benefit from the increased involvement of heretofore dormant interests.
But the rise of new interest groups will make necessary perhaps
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painful readjustments for the community and the decision-makers.
As long as community problems and issues continue to appear,
able, energetic, and competitive men-young in age and vision-will
rise up to meet them. Their services to the community, individually
and in combination, are necessary and should be appreciated.
All citizens, however, have their part to play: it is their steady
watchfulness which is the price of that wise, efficient decision-making
on which liberty depends at all levels of democratic government.
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TABLE 20
ANALYSIS OF VARIANCE OF POWER RATINGS
FoR THE NEw MULTIPLE RANGE TEST

Source of Variation
Between
Within

leader
leader

Sum of Squares
scores

scores

Total

df

Mean Square

F

14.57*

898.43

66

13.61

1001.59

1072

.93

1900.02

1138

* Significance <-01

TABLE 21
SHORTEST
FoR THE NEw

p

.05 Level*
Significance
ll1

=

00

SIGNIFICANT RANGE
MULTIPLE RANGE TEST

Standard
Error of
the Mean

RP

Shortest
Significant
Range

.2421

2

2.77

.0874

R,

3

2.92

.0874

Ra

.25 52

4

3.02

.0874

R4

.2639

.0874

R.

.2701

5

3.09

6

3.15

.0874

R6

.2753

7

3.19

.0874

R1

.2789
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3.23

.0874

Rs

.2823

9

3.26

.0874

R.

.2849

10

3.29

.0874

R,o

.2875

12

3.34

.0874

R,2

.2919

14

3.38

.0874

R,4

.2954

16

3.41

.0874

R,.

.2980

.0874

R,s

.3007

18

3.44

20

3.47

.0874

R,o

.3033

50

3.61

.0874

Rso

.315 5

100

3.67

.0874

R100

.3208

* From the Table of "Significant Studentized Ranges for a 5% Level New Multiple Range
Test" using specific protection levels based on degrees of freedom. David B. Duncan, "Multiple Range and Multiple F Tests," Biometrics, XI, 1 (1955), 1-42.
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TABLE 22
CHI SQUAREANALYSISOF "No INFLUENCE" RATINGS
OF FIVE ToP LEVEL AND OF SECOND ECHELON LEADERS
Yes

PowER RATING*
No

Top Levelt

74

11

85

Second Echelon

62

23

85

136

34

170

POWER LEVEL

Total

x•

=

5.30,

df

=

1,

Total

P<.025

* Each of the seventeen judges rated a leader as having some degree of power ("yes")
or as having no influence ("no"). With five leaders in each category a total of eighty-five
judgments were made.
t The five least influential leaders from the Top Level were compared with the five Second
Echelon leaders.

TABLE 23
LEADERSKNOWN BY JUDGES,
BY POWER LEVEL
POWER
LEVEL OF
JUDGE

PER CENT KNOWN TO JUDGES
How
KNOWN

Key
Leaders

Top
Level

Second
Echelon

20.0

8.7

0.0

77.0

82.5

64.0

Other

3.0

8.8

Total

100.0
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Key
Leaders

Known

Well

Known Socially
Top
Level

All
Judges

28.6

--

100.0

36.0

--

100.0

17.9

1.7

66.7

73.7

58.3

Other

4.7

8.4

40.0

Total

100.0

100.0

100.0

Known Well

All
Leaders

Known Socially

15 .2

Known Well

74.3

Other

10.5

Total

100.0
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TABLE 24
COMMITTEE

Power
Level

Key
Leaders

PARTICIPATION

OF LEADERS

WITH

EACH

JUDGE

Judge

Rank
Order

Number of
Leaders

B-2
M-1
U-1
B-3
T-1

2.5
2.5
4.0
6.0
6.0

61
43
59
54
48
59.2

M-2
B-2
C-2
U-5
I-6

8.5
20.0
24.0
30.0
30.0
34.5
34.5
37.5
39.0
40.0
46.0
5 3.0

58
63
24
57
57
50
43
66
47
51
37
24
-48.1

Mean

Top
Level

C-4

T-3
R-2
R-3
A-2
M-7
T-8
Mean

TABLE 25
LEADERS

Occupation
Banking

Insurance

Leader
B-1
B-2
B-3
B-4
B-5
B-6
B-7
B-8
B-9
B-10
1-1
1-2

1-3
1-4
1-5
1-6

BY OCCUPATION

Organization
Bank

,,
,,

,,
,,

,,

,,
,,
,,
Insurance Company
,,

II

,,
,,
,,

Position
Board Chairman
Board Chairman
President
Vice President
Board Chairman
President
Board Chairman
Board Chairman
President
President
Board Chairman
Board Chairman
Board Chairman
Board Chairman
President
President

111

APPENDIX

TABLE 25
Continued
Occupation
Insurance

Leader
(cont.)

Real Estate

Manufacturing

Trade

Utilities

Communications

Law

Education
Government

I-7
I-8
I-9
I-10
I-11
R-1
R-2
R-3
R-4
R-5
M-1
M-2
M-3
M-4
M-5
M-6
M-7
M-8
M-9
M-10
M-11
T-1
T-2
T-3
T-4
T-5
T-6
T-7
T-8
T-9
T-10
T-11
T-12
U-1
U-2
U-3
U-4
U-5
C-1
C-2
C-3
C-4
C-5
C-6
A-1
A-2
A-3
A-4
A-5
E-1
G-1

Organization
Insurance Company
Insurance Agency
Insurance ,,Company

,,

Real Est. Dev. Co.

,,

,,
,,

Manufacturing
Co.
,,

,,
,,

,,
,,
,,
,,
,,
,,
,,

Retail
Wholesale
Retail
,,

,,
,,
,,
,,
,,
,,

Wholesale
Retail
Utility Company
,,

,,
,,
,,

Newspaper,,, Radio, TV

,,
,,
,,
,,

Law Firm

,,
,,

,,
,,

University
U.S. Government

Position
President
President
President
President
Vice President
President
President
President
President
President
Board Chairman
President
President
Board Chairman (retired)
General Manager
President
President
President
President
President
President
Board Chairman
President
President
Vice President (retired)
General Manager
President
President
President
President
President
President
President
President
President
Board Chairman
Board Chairman
General Manager
Vice President
Board Chairman
President
Vice President
Board Chairman
Vice President
Senior Partner
Senior Partner
Senior Partner
Senior Partner
Senior Partner
President
High-ranking official
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TABLE 26
LEADERSBY OCCUPATIONAND POWER LEVEL
PER CENT
OccuPATION

Banking
Insurance
Real Estate

OF

LEADERS
Top
Level

Second
Echelon

Total

Key
Leaders

14.9

4.5

8.9

1.5

16.4

0.0

16.4

0.0

7.5

0.0

6.0

1.5

Manufacturing

16.4

1.5

11.9

3.0

Trade

17.9

1.5

14.9

1.5

Utilities

7.5

3.0

4.5

0.0

Communications

8.9

0.0

8.9

0.0

Law

7.5

0.0

7,5

0.0

Education

1.5

0.0

1.5

0.0

Government

1.5

0.0

1.5

0.0

100.0

10.5

82.0

7.5

Total
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Schedules Used for Collecting
and Tabulating Data

PHASE ONE
CoMMUNITY

LEADERSHIP

STUDY

SCHEDULE

I

This is part of a research study for a Master's Thesis at S.M.U. The
aim is to determine the origin and development of community leaders.
Your name will never be used in this connection. It is the pattern of leadership, not individual histories, which this student is attempting to study.
The main purpose of this interview is: To ascertain a list of those persons
most influential in actively supporting or initiating policy decisions which
have the most effect on the community.
1. Some people say there is a "crowd" of men here in the city of Dallas that
pretty well makes the important decisions about the community. Do you
believe that there is one group of men who wield most of the influence
in community affairs?
2. If you believe there is one such group, tell me, who are these most influential persons?
3. What type of leadership do you think we have in Dallas? What part
does labor play? Do the newspapers play a leadership role?
4. What organizations or associations here in Dallas are the most potent
forces of action? What are the organizations in which the significant
decisions are made? What positions are there in Dallas which, in themselves, give their occupants power?
5. Who are the five people in Dallas whose opinions on community affairs
you respect most?
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PHASE TWO
COMMUNITY
LEADERSHIP STUDY SCHEDULE I:
THE RELATION
OF DECISION-MAKERS
TO
INSTITUTIONAL
AND ASSOCIATIONAL
STRUCTURE

This is a research study for a Master's Thesis at S.M.U. The aim is to
determine the origin and development of community leaders. Your name
will never be used in this connection. It is the pattern of leadership which
is being studied, not individual histories.
1. What is your principal civic interest?
2. What are the important community issues in which you have been most

actively involved within the last two years?
3. How was this important issue you mentioned solved? Was it solved
within the inner circle of decision-makers or was it brought before
the community? By whom was it settled and how?
4. Is this the usual pattern of decision-making?
5. When issues like these are settled, are they usually resolved by the same
group of people or is there a different group of decision-makers for each
issue? Is this group (same or different) large or small?
6. Is there any one person who would be better than anyone else to have
on your side in an issue?
7. Do the people who make important community decisions do this pretty
much on their own, or do they have to get approval for their actions
from some organization to which they belong?
8. What organizations or associations here in Dallas are the most potent

forces for action? What organizations exert power in themselves in the
community?
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CoMMUNITY
LEADERSHIP STUDY ScHEDULE
II:
DECISION-MAKERS
AS AN IDENTIFIABLE
CATEGORY;
CLIQUE BEHAVIOR OF DECISION-MAKERS

Column 1: If you were responsible for a major project which was before
the community that required decision by a group of leaders-leaders that
nearly everyone would accept-which
ten on this list would you choose,
regardless of whether they are known to you personally or not? Add other
names if you wish.
Column 3: Please give your opinion as to how influential these men are
by rating them from 1 (Least Influential) to 4 (Most Influential). If you
feel a man has no top level, community-wide influence, put an "N" by his
name.
Com- Rate
Check mittee for
with Influ10
Here
last
ence
5 yrs. 1 to 4

Names
of
Influentials

CARD USED TO EXPLAIN

Know
Never
Know Know Know Socially
Heard
Slightly Well (Home
of
of
Visits)

INFLUENCE

1-----1-----1-----1
2

1

N

RATING

3

FOR JUDGES

4

LEAST

MOST

INFLUENTIAL

INFLUENTIAL

= NO

INFLUENCE

Kin
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too subjective to yield objective data. Therefore, in the second phase of the study it was
rephrased to draw less personal reactions.
3. Form and Miller, op. cit.
4. The charter of this organization, filed with the state in 1937, states that "The purposes for which the corporation is formed are wholly educational and civic; that is to say,
this corporation is formed to study, confer and act upon any matter, civic or economic in
character, which may be deemed to affect the welfare of the city of Dallas, or the State
of Texas, and to support any educational and civic enterprise deemed to be absolutely
It shall be and is charitable in purpose."
nonpolitical in character ....
5. Since the time of this study, a new organization has been formed with the specific
purpose of training young executives for future leadership. The formation of this organiza>tion represents action on a problem which obviously concerned leaders interviewed-the
training of future leaders.
6. One of the founders of the newly formed opposition group was interviewed in addition
to the leaders.
CHAPTER

V

1. See Chapter III. For Power Rating Sheet, see Appendix B.
2. See footnote to Table 6.
3. Mean scores computed by dividing raw score by 17.
4. David B. Duncan, "Multiple Range and Multiple F Tests," Biometrics, XI, 1 (1955),
1-42.
5. "Statistically significant" may be explained as meaning that the probabilities of such
an occurrence happening by chance have been mathematically determined to be slight; e.g.,
if the odds are 5 in 100, the determination would be stated as being "significant at the
5 per cent probability level." See Appendix A, Tables 20 and 21.
6. The first break is significant at the .0 5 level, and the second break is significant, by
interpolation, at the .06 level.
7. Results of the Chi-square Test are in Appendix A, Table 22.
8. This is a question which Hunter and others have used to determine top power leaders.
Hunter, Community Power Structure, p. 62.
9. Sidney Siegal, Non-Parametric Statistics (New York: McGraw-Hill Book Co., 1956),
pp. 202-15.
l 0. Here, again, it must be remembered that the sensitivity of this measure of interrelationship is lessened by the fact that two judges selected more project leaders than the
ten they were asked to choose; the two leaders involved in the greatest number of mutual
choices had chosen the greatest number of leaders.
l 1. Form and Miller, op. cit.
12. Siegal, foe. cit.
13. Appendix A, Table 23.
14. George C. Homans, The Human Group (New York: Harcourt, Brace & Co., 1950),
pp. 181-87.
15. Morton B. King, "Socioeconomic Status and Sociometric Choice," Social Forces,
XXXIX, 3 (March, 1961), 199-206.
CHAPTER

VI

1. A more detailed account of the decision-making around this problem can be found
in William R. Carmack and Theodore Freedman, Dallas, Texas: Factors Affecting School
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Desegregation, "Field Reports on Desegregation in the South" (New York: Anti-Defamation
League of
2. Ibid.,
3. Ibid.,
4. Ibid.,

B'nai B'rith,
p. 9.
p. 22.
p. IO.

1962).

CHAPTER

VII

I. The dynamics of the power system are discussed more fully in the following chapter.

2. Table 4, Chapter IV, presents the occupational fields represented by the decision-makers.
3. A more detailed analysis of occupational positions is presented in Appendix A, Tables 25
and 26.
4. Digby Baltzell, "'Who's Who in America' and 'The Social Register'," Class, Status,
and Power, Reinhard Bendix and Seymour Lipset, eds. (Glencoe, Ill.: Free Press, 1953 ),
pp. 172-85.
5. This new organization was established about eight months after the end of the formal
field work.
CHAPTER

IX

I. Rogers, The Lusty Texans of Dallas, p. 347.
2. "The Dydamic Men of Dallas," Fortune, XXXIX, 2 (February,

1949),

98-103,

162-66.

CHAPTER X
1. The Spearman Rank Correlation Coefficient between these two measures of power is
.857, significant at the .01 level. (Siegal, Non-Parametric Statistics, pp. 202-13.)
2. The mathematical assumptions of the test suggest that it should not be used, however,

on socio-economic

status scores based on one or several objective variables such as Warner's

Index of Status Characteristics.
3. Sylvia K. Selekman and Benjamin M. Selekman, Power and Morality in a Business
Society (New York: McGraw-Hill Book Co., 1956), p. 12.
4. Ibid., p. 23.
5. The credit for these ideas must be given to the illuminating work of Selekman and
Selekman from which the previous quotes have been taken.
6. Max Weber, The Protestant Ethic and the Spirit of Capitalism (New York: Charles
Scribner's Sons, 1958).
7. Selekman and Selekman, op. cit., p. 16.
8. Ibid., p. I 80.
9. Ibid., p. 183.
IO. Robert A. Nisbet, The Quest for Community (New York: Oxford University Press,
1953).
I I. "The Dydamic Men of Dallas," Fortune.
12. Roscoe C. Martin, Frank J. Munger, et al., Decisions in Syracuse (Bloomington:
Indiana University Press, 1961), p. 318,
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